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Strategy implementation is continuously regarded as the most challenging phase of 
strategic management. Although strategy development is emphasised greatly in the 
field of strategic management, strategy implementation is usually considered to be the 
most difficult to achieve (Greer, Lusch & Hitt, 2017; Muthoni & Kavale, 2015). Strategy 
implementation is hindered by various challenges, but these challenges offer the 
opportunity for various solutions and key success factors to emerge. 
The aim of this study is to identify the gap between what takes place during the 
strategy development process and what takes place during the strategy 
implementation process in a water board in South Africa; in order to determine how to 
address the various challenges that arise and enhance the overall strategy 
implementation process. In addition, the study sought to offer various suggestions in 
order to propose various solutions to address the various strategy implementation 
challenges that are experienced by the organisation, to assist in effective strategy 
implementation and achievement of the organisation’s mandate. 
A qualitative study was embarked on to achieve a thorough understanding of the 
matters relating to the topic, as well as the objectives of this study. A sample of 16 
participants from a water board in South Africa were selected, based on their 
involvement in the strategy development and implementation process of the 
organisation. Semi-structured face-to-face interviews were utilised in order to collect 
data from each participant. Consent was provided by the participants for the interviews 
to be recorded, as well as transcribed. Directed qualitative content analysis was 
utilised to analysis all the data collected. 
The study has identified that water boards experience various additional challenges 
that are unique to the water sector and have a strong impact on the water boards’ 
strategy implementation process and achievement of their set out mandate. These 
challenges can be grouped in terms of employee related, managerial/leadership 
related, organisational related, process related and external related challenges. In 
addition, the study identified various key success factors and suggestions to create 
solutions to overcome the challenges experienced by the water board, with regard to 





CHAPTER 1: INTRODUCTION, PROBLEM STATEMENT AND RATIONALE 
OF THE STUDY 
1.1. Introduction  
The purpose of this chapter is to provide a background and motivation for the study 
with the aim of orientating the reader as to what the research is all about, and what 
the aim is for conducting the research. The concept of strategy implementation will be 
introduced and linked to water resource management and the water sector in South 
Africa. In addition, the chapter will focus on describing the scope as well as the value 
of the study conducted.  
1.2. Strategy Implementation Overview 
The success of strategy implementation has increasingly become the emphasis within 
many organisations, to achieve and sustain a competitive advantage (Speculand, 
2009; Wang, Walker & Redmond, 2011; Bounds, Mbombo & Rossouw, 2018; Ferreira, 
Neto & da Silveira Batista, 2019). This view is supported by Tapera (2014) who stated 
that in a working environment that is dynamic and extremely competitive, 
organisations need to realise that developing and effectively implementing strategies 
that can assist in creating sustainable competitive advantage is essential. Although 
remarkable progress has been made in the strategic management field, the problem 
of strategy implementation failure persists, and it is still an important and ongoing 
concern for researchers and practitioners (Cândido & Santos, 2015). 
Beynon-Davies, Owens and Williams (2004) state that success and failure exist at 
opposite ends of the same continuum. The concept of success and failure has been 
discussed and defined through a number of viewpoints (Grainger, Mckay & Marshall, 
2009; Baron & Barbieri, 2019). Failure is sometimes viewed as the total or partial 
abandonment of a project prior to the implementation thereof, or failure is viewed as 
the inability to meet goals and objectives or the inability to implement in a timely cost-
effective manner, or the inability to meet stakeholder expectations (Wilson & Howcroft, 
2002; Grainger et al., 2009). Baron and Barbieri (2019) stated that the concept of 
success is dependent on the achievement of the different metrics and targets that 





A study conducted by Mitchell (2015) found that 61 percent of organisations find it 
difficult to deal with the challenges associated with the strategy development and 
strategy implementation processes and only just over 50 percent of organisations 
strategic endeavours are successful. Given that 88 percent of organisations believe 
that implementing its set out strategic initiatives successfully is ‘essential’ or ‘vital’ for 
their competitiveness and sustainability, it then becomes crucial that organisations 
determine how to effectively overcome the challenges experienced with regard to 
strategy implementation in the organisation (Mitchell,2015). In addition to the study 
conducted by Mitchell (2015), a study conducted by Carucci (2017) identified that 67 
percent of well-developed strategies fail, due to poor implementation, and that 61 
percent of executives are not effectively equipped for the strategic challenges that they 
are confronted with when they are appointed to senior leadership roles.  
The success of strategy implementation has become a crucial focal point for numerous 
top organisations in the current business environment (Ramgulam, 2015). However, 
according to Jha (2011), numerous organisations experience minimal success in 
strategic implementation due to the fact that management within the organisation 
struggles to transform their strategic developments into functioning activities. (Jha, 
2011; Dlodlo, 2011). There are numerous challenges that organisations experience 
with regard to strategy implementation. These challenges include a lack of 
involvement during the development of the strategy, a lack of effective communication, 
a lack of resources and many more (Brinkshröder, 2014; Misankova & Kocisova, 2014; 
Ramgulam, 2015; Engert & Baumgartner 2016; Ruiters & Matji, 2015; Cândido & 
Santos, 2019). Therefore, it is critical for managers to determine as well as to 
understand the difficulties and challenges that may arise during the process to 
enhance effective strategy implementation. Knowing which challenges can arise could 
aid in preventing them and can result in a more proactive approach to minimise the 
effects that various challenges have on the strategy implementation process 
(Brinkschröder, 2014).  
Factors such as leadership and active involvement of top-level as well as mid-level 
managers contribute to the success of the strategy implementation process (Yang, 
Sun & Eppler, 2010). According to Muthoni and Kavale (2015), it is important to study 





challenges experienced effectively, and ultimately achieve the organisation’s strategic 
intent. Although a numerous amount of studies exist in terms of strategy 
implementation, it will continue to attract attention as it is a key driver of the strategic 
management function, (Carter & Pucko, 2010) as well as playing a critical role in the 
overall success and sustainability of organisations today (Muthoni & Kavale, 2015).  
1.2.1. Water Resource Management and Water Sector in South Africa 
As a natural resource that is at the core of our economy, water has an essential role 
to play in the day to day running of households, businesses and industries (Landie, 
2016). Therefore, it is necessary for water resources to be managed in an effective 
manner to ensure that water is secured and utilised in a sustainable and appropriate 
manner. As water is a national asset as well as a scarce resource, the existence of 
water resource management is vital to balance the growth in social and economic 
needs with the sustainability of the resource; as well as the environmental health 
considerations (Masindi & Duncker, 2016). 
According to Boccaletti, Stuchtey and Olst (2010), water resource management is one 
of the greatest global challenges of the 21st century, due to the rapid growth in the 
world’s population and increased agricultural and industrial production, which are 
placing pressure on the current water supplies worldwide. According to Oosthuizen, 
Hughes, Kapangaziwiri, Kahinda and Mvandaba (2018) South Africa is a water-
stressed country which has, over the years, strived to adopt a rational, just and 
equitable way to manage this limited resource. South Africa is confronted by 
increasing water demands to meet the needs of a population that is rapidly growing 
and urbanising, as well as changing in terms of lifestyles, and economic factors. At the 
same time, environmental changes such as climate change are driving the country 
towards a warmer and drier future, with predicted longer and more extreme droughts, 
and more intense floods. Climate change means that there will be less water available 
to meet water needs (Viljoen & van der Walt, 2018). 
Globally, businesses, governments and policy makers must work together and create 
strategies that not only increase the water supply and improve the productivity of 
current resources but also reduce the impact of the constant changes in environmental 





rapidly growing and urbanising populations, legislative, regulatory and political 
changes and changes in technology experienced in the water sector (Boccaletti et al. 
2010; Viljoen & van der Walt, 2018; Rand Water, 2019). 
According to Masindi and Duncker (2016), there are various key role players that are 
involved in the management of water services in South Africa. These key role players 
include the Department of Water and Sanitation, Municipalities, Government owned 
water boards, community-based organisations, publicly and privately owned 
companies and various other role players. A key feature that distinguishes the South 
African water sector from that of other countries is the existence of an important 
institutional tier between the national and local government in the form of water boards. 
Water Boards have an essential role to play in terms of the purification of water to 
potable standards, managing the regional bulk potable water distribution and 
operating water resource infrastructure (Masindi & Duncker, 2016).  
1.3. Motivation for the Study 
Although a number of studies by authors such as Carter and Pucko (2010); Dlodlo 
(2011); de Bruyn (2014); Brinkshröder (2014); Easterling, (2016); Engert and 
Baumgartner (2016); Obeidat, Al-Hadidi and Tarhini (2017); Cândido and Santos 
(2019) have been embarked on in the area of strategy and more specifically, strategy 
implementation the importance of this study is illustrated by the fact that it was 
conducted as a case study on a water board within South Africa.  
Water boards in South Africa provide an interesting strategy implementation research 
environment; due to the fact that water boards experience various additional 
challenges that are firstly unique to the water sector and secondly have a strong impact 
on water boards’ strategy implementation process and achievement of their set out 
mandate (Mosai, 2019). The constant changes experienced in the water sector in 
South Africa require organisations such as water boards to continually adapt and 
assess their strategies and implementation processes to address and overcome any 
challenges they are faced with. It is essential that water boards continually adapt and 
assess their strategies and implementation processes as the success thereof 





standard throughout the year, without interruption and therefore contributes to the 
sustainability of water provision in the country (Mosai, 2019).  
1.4. Problem Statement 
The fact that most organisations tend to struggle with strategy implementation is no 
longer unknown. The underlying problem is the inability of organisations to bridge the 
gap between strategy development and strategy implementation, therefore resulting 
in various strategy implementation challenges or strategy implementation failure, as 
the organisation does not meet its set out goals and objectives.  
Water as well as water resource management continually has an important part to play 
in sustainable economic growth and development in South Africa. Water boards in 
South Africa have strategic targets that need to be met in terms of water purification, 
the operation of water infrastructure and the provision of water. Therefore, through 
strategy development and implementation, water resources need to be managed in a 
manner that optimises economic benefits and provides sustainable development in 
South Africa.  
The constant changes experienced in the water sector in South Africa creates various 
additional challenges with regard to strategy implementation and requires 
organisations such as water boards to assess their strategies and implementation 
processes and make necessary changes, in order to address and overcome any 
challenges they are faced with. The gap between strategy planning and 
implementation within the water sector in South Africa needs to be closed, for the 
purpose of guiding the provision and the utilisation of this important resource, as well 
as to deal with the various challenges the sector is faced with. 
Therefore, based on the underlying problem as well as various literature explored the 
problem statement is as follows: without an effective strategy implementation process, 
and if challenges to strategy implementation are not effectively addressed to close the 
gap between strategy development and strategy implementation, this will diminish the 
water board’s ability to meet it’s set out strategic targets with regards to water 
purification, the operation of water infrastructure and the provision of water for the 





1.5. Aim of the Study 
In light of the problem mentioned above, more information and understanding in terms 
of strategy development and implementation in a water board is necessary. Therefore, 
the aim of the study is to provide an in-depth view of the current strategy development 
and more specifically, the strategy implementation processes in the water sector in 
South Africa. In order to do so, the study focuses on providing insight into the various 
challenges and issues that can arise and interfere with the success of strategy 
implementation within a water board in South Africa. In addition, the study focuses on 
looking at the key factors that assist in fostering a successful strategy implementation 
process within a water board in South Africa, as well as identifying solutions to address 
the various challenges experienced and improve the overall success of the strategy 
implementation process. 
1.6. Research Question 
Resultant from the problem outlined previously, the following research questions need 
to be answered:  
Primary Research Question:  
 What are the current challenges hindering the strategy implementation 
process in a water board in South Africa? 
Secondary Research Questions: 
 What causes the gap between strategy development and strategy 
implementation? 
 What are the key success factors involved in successful strategy 
implementation in a water board in South Africa? 
 What solutions can the water board implement to overcome the various 
strategy implementation challenges that exist?  
1.7. Research Objectives 
The following objectives were formulated in an attempt to answer the research 





Primary Research Objective: 
 To understand the dynamics of strategy implementation at a South Africa 
water board in order to ensure more effective functioning and water 
provision. 
Secondary Research objectives: 
 To identify the challenges a water board in South Africa currently faces 
with regard to strategy implementation. 
 To determine what key factors contribute to a successful strategy 
implementation process in a water board in South Africa. 
 To identify suggestions that can be developed into solutions, to address 
challenges experienced during the strategy implementation process at a 
South African water board. 
 To identify how to bridge the gap between strategy development and 
strategy implementation in a water board in South Africa; in an attempt to 
effectively address the challenges faced by the Water Sector in South 
Africa. 
1.8. Scope of the Study 
The purpose of this study is to explore the practices and processes executed by a 
water board in South Africa during the implementation of strategy. Although the study 
highlights the strategy development process, the focus of the study will be on the 
strategy implementation process, as this is considered to be the most difficult aspect 
of the strategic management function. 
The study will be based on the water sector in South Africa. As mentioned previously, 
the water sector in South Africa has strategic targets to meet that are different from 
the strategic targets in other sectors. In addition, the water sector in South Africa 
experiences constant changes that create additional challenges with regard to strategy 
implementation. The study will focus on only one water board in South Africa firstly, 
due to the ability of the researcher to gain access and permission to conduct the study 
within the organisation and secondly, due to time constraints attached to the research.  





The following section provides a broad overview of the methodology utilised in the 
study. A more in depth and detailed discussion for the utilisation of the various 
research designs and methods will be provided in Chapter 3 of this study. The study 
utilised an interpretivist philosophy with the intention to interpret and understand the 
theory effectively, as well as the data collected from the various participants. The 
utilisation of a qualitative research approach was best suited for the study as it offered 
the researcher the opportunity to dig deeper, by initiating a broad and open-ended 
enquiry into the organisation’s strategy implementation environment 
An inductive research approach was utilised with a case study research design that 
offers the benefit of making general statements or findings across a population of 
related cases. Out of a population of 45, a sample size of 16 participants was drawn 
through a non-probability sampling technique known as purposive/judgmental 
sampling. The criteria for the selection of the 16 participants were based on their 
knowledge, experience and involvement in the strategy implementation process. 
The research method utilised to gather relevant data from the participants was face-
to-face semi structured interviews. Semi-structured interviews were beneficial as they 
allowed the research the opportunity to create questions beforehand; but also, to 
probe for more information and to facilitate a better response from the research 
participants. 
In terms of analysis, a method known as directed qualitative content analysis was 
utilised in order to create meaningful themes from related data gathered during the 
interview process. The contrast of theory and practice might lead to the recognition of 
certain unexpected differences. 
1.10. Value of the Study 
The findings of the research study offers value to a number of stakeholders within as 
well as outside the water sector. Firstly, the study’s findings would be of importance to 
the managers and all relevant parties of the water board, in determining the challenges 
that are likely to impact the implementation of strategies they develop. The relevant 
individuals would also be able to determine possible solutions to mitigate and 





Secondly, the various key role players such as the Department of Water and 
Sanitation, municipalities, government owned water boards, community-based 
organisations, publicly and privately owned companies and various other role players 
who are responsible for the management of water services could utilise the findings of 
the study as a key input when formulating policies and strategies, as well for 
performance monitoring and evaluation for the sector.  
In addition, the study contributes to the pool of existing knowledge regarding strategy 
implementation, specifically in the water sector, by focusing in detail on the challenges, 
key success factors and suggestions to overcome the various problems at a specific 
water board in South Africa. This would be useful to scholars and other research 
students for reference purposes and for identifying areas of further research, either in 
the water sector or in other sectors. 
1.11. Chapter Outline 
The study comprises the following five chapters: 
Chapter 1: Introduction, Problem Statement and Rationale of the Study 
This chapter provides an introduction for this study. It clearly defines the rationale and 
problem statement of the study, as well as the aim, the main research questions and 
the objectives of the study. 
Chapter 2: Literature Review 
This chapter provides in depth literature from various sources that are relevant to the 
field of strategic management, with an emphasis placed on strategy formulation and 
implementation. The literature review will specifically focus on providing a deep 
understanding of the challenge’s organisations experience in terms of strategy 
implementation, the key success factors needed in order to ensure effective strategy 
implementation as well as the various solutions that can address the identified 
challenges. 





The focus of this chapter is on the study’s research design, data collection methods, 
the sampling method utilised, the data analysis technique, the reliability and validity of 
the study, as well as the various ethical considerations of the study 
Chapter 4: Presentation of Findings, and Analysis and Interpretation of the Data 
The purpose of this chapter is to report the findings of the study, critically analyse the 
data collected and to interpret the data, so as to ensure that an effective outcome of 
the study is achieved. It will focus on linking the findings back to the main research 
question and objectives; as well as what is justified and supported by relevant 
literature. Through the utilisation of the content data analysis process, each interview 
transcript will be coded in order to develop categories and create key themes found 
within the research. In addition, interview extracts/quotes of participants’ responses 
will be provided with the purpose of supporting the findings of the study. 
Chapter 5: Conclusions and Recommendations 
This chapter consists of the conclusion of the study, a summary of the major findings, 
the limitations of the study, as well as the recommendations for future research. In 
addition, this chapter indicates the extent to which the research question has been 






CHAPTER 2: LITERATURE REVIEW 
2.1. Introduction 
The previous chapter introduced the purpose of the research as well as highlighted 
the research problem, questions and objectives. In addition, it gave a high-level 
overview of what each chapter in the study consisted of. In the current chapter, various 
relevant literature on strategic management, strategy development and more 
specifically strategy implementation, will be provided and reviewed. Although strategy 
implementation is regarded as a difficult and challenging process, it is not impossible 
to make a success thereof.  
Water boards in South Africa require successful strategy implementation to assist in 
effectively achieving their set out mandate with regard to water provision, as well as 
to achieve overall organisational success. In depth literature on the challenges 
experienced regarding strategy implementation, the key success factors of strategy 
implementation, and various solutions to overcome strategy implementation 
challenges, with a focus on the South African Water board context, will be provided.  
Given that the research is done on a water board in South Africa, the literature review 
highlights the various strategy implementation challenges, the key success factors and 
solutions specific to the water sector in South Africa. Successful strategy 
implementation is not impossible. It is necessary for managers to consider various 
factors, as there are many relationships and connections between aspects causing 
challenges. If one aspect is overlooked, unexpected consequences for another aspect 
could possibly transpire. None of the factors should be looked at in isolation. Strategy 
implementation is a complex, dynamic and fluctuating process for organisations 
(Brinkschröder, 2014). 
Figure 1 below provides a high level visual of the structure and content of the literature 
review. The purpose of figure 1 is to guide the reader by providing an overview of what 
can be expected in the body of the literature review. Given that the main objective of 
the research is to understand the dynamics of strategy implementation at a South 
Africa water board; in order to ensure more effective functioning and water provision, 






Figure 1: Literature Review Framework 
Source: Own construct 
2.2. Strategic Management 
According to de Bruyn (2014), Strategic management is defined as a long-term 
process that requires identification and implementation of plans, in order to keep up 
with the continual changes and demands of today’s modern world. According to 
Bounds et al. (2018), strategic management assists organisations in developing a 
vision and a mission, as well as objectives that will aid them in operating and remaining 
sustainable within the competitive environment in which they operate. 
According to Misankova and Kocisova (2014) and Mufudza (2018), in today’s dynamic, 
turbulent and competitive environment, strategic management has become an 
essential aspect; made up of three distinct processes which are interrelated as they 
influence and affect each other. These processes are known as, strategic 
development, strategic implementation and strategic control. This view is consistent 
with that of Muthoni and Kavale (2015) who stated that strategic management involves 
developing and implementing strategies that can drive organisations such as water 
boards, to greater heights. This means that the individuals or teams involved in the 
strategic development and implementation processes of organisation have to choose 
strategies that are most appropriate, to remain relevant, competitive and sustainable 





effective strategic management is a function that involves people actively considering 
strategy in all day-to-day decisions that are required in a constantly changing world. 
2.3. Strategy 
A strategy explains what an organisation’s purpose is (de Bruyn, 2014; Gamble, 
Peteraf & Thompson Jr, 2015). Strategy answers the three-central questions of an 
organisation’s existence: where are we now? where do we want to go from here? and 
how are we going to get there? (Gamble et al., 2015). 
Strategy can be defined as the direction or plans of a business over the long-term 
(Kuyvenhoven & Buss, 2011). Llorens (2010) stated that an organisation’s strategy 
includes its competitive plans and business tactics that direct and guide the business 
towards the achievement of its targets. 
According to Misankova and Kocisova (2014), the strategy of an organisation 
showcases the essential ideas and the manner in which the objectives of the 
organisation will be accomplished. Defining what a good strategy is, is not easy. 
Development of the strategy and related objectives is a difficult process as is the 
process of implementation of the strategic objectives into the business plan. 
According to Brinkschröder (2014) in an organisation, strategy is regarded as the 
central direction or path of the organisation, which is developed at the top and has an 
essential impact on the sustainability of the organisation. Frequently, managers tend 
to think that an exceptional strategy alone will secure the longevity and the competitive 
advantage for the organisation. However, research indicates, that a considerable 
amount of what was well thought-out does not once get adopted in practice. A 
significant gap exists between strategy on paper and the realisation of that strategy. 
Given the current turbulent times organisations are faced with, it is essential that 
organisations constantly review and revise their strategies and their strategic plans, in 
order to effectively deal with the changes encountered (Kimotho, 2012). Turbulent 
times create turning points for extraordinary gain or pain, as they force disruptive 
change in the environment. Therefore, strategic finesse is rewarded during these 
challenging times, as strategy and strategic management become the cornerstone of 





2.4. Strategy Development and Implementation Process 
Strategy development and implementation is made up of a specific process. 
Processes may differ within different organisations. According to Gamble et al. (2015) 
strategy development refers to crafting the organisation’s strategy. The strategy 
development and the implementation process is a continuous process that comprises 
five cohesive phases. These phases are: 
1. Developing a strategic vision. 
2. Setting performance objectives. 
3. Developing a strategy. 
4. Implementing the selected strategy.  
5. Evaluating and analysing the external and internal environment, as well as the 
performance of the company. 
2.5. Strategy Implementation 
Before looking at the challenges, key success factors and possible solutions to various 
implementation challenges, it is important to understand what strategy implementation 
is about and the importance thereof. Strategy implementation refers to the execution 
of a crafted developed strategy (Gamble et al., 2015). According to Brenes, Mena and 
Molina (2008) even though, strategy implementation consists of a large variety of 
aspects, both internal and external to organisations, firms can take proactive actions 
to handle the various factors appropriately.  
Research in organisations has identified that the most significant and undervalued part 
of strategic management is strategic implementation. Strategy implementation is an 
aspect of strategic management in which success is controlled by managers, 
employees, their organisation; as well as by the development and transformation of 
the organisation´s culture. The key goal of strategy implementation is to incorporate 
the strategy into life as a norm, with regard to the daily decision-making procedures of 
the organisation. It is essential to source suitable indicators describing organisational 
activities and a method for measurement, to remove shortages in the strategy 
implementation process. Strategic implementation, as a part of strategic management 
of an organisation plays a significant part in obtaining success and competitiveness 





Strategy implementation encompasses the complete design of the organisation to 
assign and manage labour into adopting responsibilities that will result in the 
achievement of the set out strategic intent (Grant, 2016). “The process of 
turning/transforming/converting strategy into action is referred to as strategy execution 
or strategy implementation” (Zheng, Yang & McLean, 2010). 
Rajasekar (2014), proposes that strategy implementation involves the ability to 
anticipate challenges that may occur in strategy implementation processes. It 
suggests that implementation links a variety of aspects and functions of an 
organisation, as well as external factors; to identify the most appropriate manner to 
implement a strategy. 
Strategy implementation is regarded as more challenging than development as it 
includes the whole organisation and, as a result, needs the coordination and 
cooperation of all (Sull, Homkes & Sull, 2015). 
Leaders, or managers, play a substantial role in identifying the necessary 
implementation process, as they have an influence on strategic drivers such as 
processes, structures and situations, as well as on the total contributions of and 
relationships with customers; which eventually influences the organisation’s 
performance (Chroust, 2014).  
Research conducted by McKinsey revealed that 70 percent of strategy implementation 
efforts do not manage to achieve the desired results (Huy, 2011). Managers spend a 
great amount of resources on consulting and training with the aim to develop 
outstanding strategies, but very often those outstanding strategies do not translate into 
outstanding performance (Verweire, 2014). 
2.6. Challenges 
As mentioned previously, there are various challenges and difficulties that are related 
to the success of an organisation’s strategy implementation process. Even though 
significant development has been made in the strategic management field, challenges 
still exist, signifying that it is essential to identify and analyse the cause of strategy 
implementation failure. Environmental factors are among the most mentioned 





certain internal as well as external parties are regarded as comprising the greatest 
obstacles for certain organisations (Ivancic, Mencer, Jelenc, & Dulcic, 2017; Sull et al., 
2015). 
Organisational factors that are under management control can be regarded as the 
central challenge regarding successful strategy implementation. According to Candido 
and Santos (2019), these factors include:  
 Leadership 
 Time/availability  
 Communication and perceptions  
 Resistance to change – as you fear losing, behavioural conclusions 
 People’s capabilities and skills – in terms of training 
 Participation/involvement  
 Culture and climate of the organisation  
 Structure of the organisation  
 Change leeway  
 Project short range wins 
 Management 
 Resources  
 Performance management and external happenings 
According to Tawse, Patrick and Vera (2019), challenges in strategy implementation 
that are attributed to top managers tend to focus on strategy development and 
planning but fail to adopt the problem-solving mindset that is required for successful 
strategy implementation. This can result in implementation failures that are seen in 
misaligned organisations, that give the impression that they know where they want to 
go, but unfortunately don’t know how or cannot seem to get there. 
As Greer et al. (2017) stated, middle- and lower-level managers are regularly educated 
to plan and develop but are not trained on how to implement effectively. This leads to 
them placing more emphasis on responding to and trying to resolve issues but losing 
the need to place an emphasis on the actions required to implement the organisation’s 
strategy successfully. This is problematic for practice because, as Sull et al. (2015) 





organisation’s strategy implementation, they come across difficulties in obtaining the 
support and coordination required from other internal and external stakeholders.  
According to Ramgulam (2015), if employees are not included in the development of 
the organisation’s strategy it is an indication that their capability to successfully 
implement the strategy in the organisation is hindered. In addition, there is regularly 
no link or connection between the strategic goals and the operational goals, and this 
often obstructs the process of strategy implementation.  
Viljoen (2015) stated that a challenge that the organisation tends to face in 
implementation of the strategy is that the lower-level workforce is not productive, as 
their actions are not linked to the overall strategy of an organisation. This is due to 
mid-level management not tasking or guiding these employees to link their actions to 
the strategic objectives that have been established. 
Lack of leadership and direction has been recognised as one of the key challenges to 
effective strategy implementation (Rajasekar, 2014; Shirey, 2011). Speculand (2014, 
p.30) stated that managers continually repeat the same errors from previous 
implementation practices, in order to produce the same unsuccessful result. 
Challenges to successful strategy implementation are attributed to top managers 
leaving an organisation (Heracleous & Werres, 2016). 
The challenge between ongoing strategy development and the transition to strategy 
implementation can be attributed to a self-control dilemma. Strategy development is 
favourably rewarding, as it places an emphasis on goals that are long-term and focus 
more on abstract long-term goals that are linked with positive emotions. Effective 
strategy implementation differs as it places an emphasis on attention to detail and can 
be fundamentally less favourably rewarding. This self-control dilemma demonstrates 
the reason why top executives are constantly motivated to develop plans and 
strategies, as opposed to participating in the strategy implementation process.  
The self-control dilemma is a challenging obstacle to overcome and provides 
understanding as to why, when in a meeting, higher level managers often notice 
eagerness and engaged discussion when developing future strategies and objectives. 





implement the strategy, the energy level in the room decreases and people tend to 
want to leave (Tawse et al., 2019). 
According to Brinkschröder (2014), the most common challenges are: 
 The rivalry of companies. 
 The communication – the instrument needed to reach strategic consensus and 
lead the company in the right direction.  
 Limited understanding of the strategy, the overall goals and direction, and the 
support required. 
 Strategic consensus – regarded as the aspect that guides employees into the 
planned direction. 
Olsen and Boxenbaum (2009) stated that unsuccessful strategy implementation 
challenges can be attributed to limited commitment from higher level management 
towards the implementation process. According to Olsen and Boxenbaum (2009), and 
Kloppenborg, Tesch and Manolis (2014) challenges to successful strategy 
implementation are due to poor choice of methods for introducing the change (e.g., 
choosing edicts or planning without receptivity) and to management being ineffective 
when it comes to teamwork.  
Kloppenborg et al. (2014) stated that another challenge experienced in strategy 
implementation is that personnel’s attention is distracted from the implementation 
process as day-to-day activities take up most of their time.  
Heracleous and Werres (2016) stated that internal problems that were not anticipated 
such as behaviour compliance, hijacked processes, sabotage and strategic drift can 
also be viewed as barriers that hinder the success of organisation’s strategy 
implementation process.  
According to Heracleous and Werres (2016) and Sinha, Inkson and Barker (2012) 
communication challenges related to the selective attention and retention of pieces of 
information is a major challenge, as you are unable to anticipate potential problems. 
This view was supported by Heracleous and Werres (2016) and Danisman (2010) as 
they stated that communication challenges that hinder the success of strategy 





contradictory aspects; no involvement in the development of plans and events, no two-
way communication and no internal opinion surveys.  
Olsen and Boxenbaum (2009) indicated that a key challenge is related to being scared 
or worried that change will disrupt the existing balance of power between groups and 
departments. In addition, Olsen and Boxenbaum (2009) and Heracleous and Werres 
(2016) stated that there are problems with: no identification with change, plans 
developed without participation, a top-down approach, no middle management 
commitment and no empowerment. In addition, the culture and the climate of an 
organisation is not conducive when it is traditionally bound, paradigm persistent and/or 
homogenous and doesn’t support the success of strategy implementation. 
Conflicting organisational priorities and control/reward systems reinforce paradigms 
and the status quo, a lack of adequate feedback/learning and lastly, other anticipated 
external events such as macro factors, stakeholders, societal culture etc. These can 
be seen to hinder the success of strategy implementation in an organisation (Olsen 
and Boxenbaum, 2009; Danisman, 2010; Sinha et al., 2012; Kloppenborg et al., 2014; 
Heracleous and Werres, 2016). 
2.7. Key Success Factors 
Although there are various challenges that are experienced that may hinder the 
strategy implementation process, there are also various factors that contribute to the 
success of strategy implementation. According to Mistry, Barrick, Kirkman, & Hitt 
(2016) the strategy implementation process is a multilevel one, and therefore 
engagement and communication must occur at every level, across the organisation. 
Easterling (2016) stated that there are two specific activities that are required in order 
to ensure the successful implementation of a strategy. The first is to operationalise the 
strategy in terms of detailed functions, activities, and performance measures for 
employees. The second is to create an organisational structure (staffing, structures, 
processes, policies, culture, etc.) that is beneficial to implementing the actions that the 
strategy requires. 
According to Engert and Baumgartner (2016) the key factors that reduce the gap 





 Organisational structure (e.g., organigrams, departments, boards, circles, 
persons responsible for various issues): In the implementation process of 
strategies, it is essential that there is a fit between the various strategies, the 
organisational structure and the organisational processes. 
 Organisational culture (organisational behaviours, expectations and 
experience): Includes the importance of the embedment of organisational 
culture into all organisational strategies and activities. 
 Leadership (management personal functions, and visions): Leadership is 
recognised as essential in the implementation of a strategy. Personal 
behaviours and values of managers concerning matters of sustainability are of 
key importance. The approval of top management, and other individual 
managers or responsible parties is a requirement for successful strategy 
implementation (Simas, Lenger & Antonio, 2013).  
 Management control (management systems, standards, formal guidelines, 
performance indicators, monitoring and evaluation): An important question for 
managers is how to measure performance throughout and after the strategy 
implementation process. Therefore, management control in terms of monitoring 
and evaluating management systems and developing effective formal 
guidelines and performance indicators and standards, is essential. 
 Employee motivation and qualifications (training courses, workshops and 
seminars): Employee motivation is an essential factor in a successful strategy 
implementation. It plays a key part in reducing the gap between the 
development process and the implementation process of the strategy. Training 
and learning opportunities as well as incentive systems result in increased 
employee motivation and assist in achieving organisational strategy goals and 
objectives. 
 Communication (internal and external): In order to implement a strategy 
successfully within an organisation, transparent and effective communication is 
required internally between employees and managers, and externally between 
the business and stakeholders.  
Misankova and Kocisova (2014) defined simple principles that can assist in achieving 





 Ensuring that the strategy is communicated within the entire organisation: 
Effective communication of the organisation’s strategic intentions, goals and 
plans, as well as the impact of changes is essential, as employees tend to be 
resistant to organisational changes that are associated with the implementation 
of a strategy.  
 Ensuring that employees are involved in the development and the 
implementation process: If employees are involved in the development and the 
implementation process, as well as the decision-making process, they will be 
less resistant to change. This view is supported by Zaribaf and Bayrami (2010) 
who stated that strategy implementation cannot be achieved by top 
management alone. It requires the collaboration of everyone inside the 
organisation, as well as external to the organisation.  
 Assigning employees various responsibilities for strategic projects and 
assigning employees with various responsibilities and financial involvement 
have a major influence on the success of strategic goals.   
 Adjusting the organisational structure: The organisation should adapt the 
organisational structure so that the organisational processes link with the 
outputs from employees and control systems.  
 Effective controls should be implemented: It is essential to concentrate on 
managing and controlling the strategy implementation process, as well as on 
the significance and appropriateness of the strategy. 
Bounds et al. (2018) describes the key factors for a successful implementation process 
to be the following: Skills and competency building of employees, policies and 
procedures that are aligned to the strategy, best practices, rewards and incentives for 
employees and an organisational culture that supports the success of the strategy 
implementation process. 
According to White (2011) the key factors that will define the success or failure of the 
strategy implementation process include: the managers’ capability to manage change, 
the usefulness of the communication platforms that are utilised and the ability of 
managers to lead the implementation process. A key factor, brought to light by 
research, is the philosophy that organisations that have strong cultures embedded 





making process, will flourish in the marketplace, due to their positive working 
environment (Schneider, Ehrhart & Macey, 2013). Due to the cohesive nature between 
organisational performance and strategy implementation; it can be hypothesized that 
organisational culture is critically needed for the success of strategy implementation 
(Zheng et al., 2010).  
Ramgulam (2015) stated that it is evident that the structure and the design of the 
organisation needs to support the effective strategy implementation process. If the 
structure is not linked to the strategic goals and objectives of the organisation, the 
strategy implementation process will be hindered. Kuyvenhoven and Buss (2011), 
supported this as they articulated that the key success factors for mid-level managers 
to manage change effectively and successfully implement strategy are depicted in 
Figure 2:  
 
Figure 2: Four Key Success Factors for Effective Strategic Change 
Source: Kuyvenhoven and Buss (2011) 
2.8. Solutions to Strategy Implementation Challenges 
Various solutions can be developed in order to tackle the various challenges 
associated with strategy implementation and improve the success thereof. Tawse et 
al. (2019) developed six nudges that can be used as mechanisms to improve the 





implementation, diminish the appeal to constantly develop a strategy and produce an 
urgency to launch the implementation process: 
2.8.1. Eliminating the urge to plan 
Nudge 1: Eliminate the urge to plan – Hold meetings that address strategy 
development separate from meetings that address strategy implementation as 
managers unconsciously tend to drift towards formulating plans rather than digging 
into the details of how to implement the plans. Implementation focused meetings 
should emphasise problem solving and enhancement of the strategy implementation 
process. 
2.8.2. Developing implementation intentions 
Nudge 2: Develop implementation intentions – This nudge involves asking your team 
to create implementation intentions by developing and solving if/then scenarios (e.g., 
if this problem arises then what is the solution). This nudge is pre-emptive in nature 
and offers employees a mental weapon that can assist in eliminating future disruptions 
that might disrupt effective implementation. 
Implementation effectiveness can be enhanced by combining the first two nudges. By 
holding implementation meetings that are if/then focused, the likelihood of falling back 
to a one-track mind-set is marginal. 
2.8.3. Utilising verbal framing 
Nudge 3: Use verbal framing – Verbal framing is a basic but very powerful nudge that 
is attractive to individuals emotionally and improves intrinsic motivation to make 
decisions that provide action as opposed to intending to act. Managers can be nudged 
toward accepting implementation related actions through the utilisation of oral mantras 
such as “We execute” or “We get it done”. 
Nudge 1 – 3 can be seen to enhance the determination to implement the organisation’s 
strategy. 





Nudge 4: Highlight the end game – When employees make things happen or 
accomplish goals it offers a sense of deep satisfaction, psychological wellbeing, a 
sense of empowerment, personal growth, and life purpose and is often related with 
having an engaged life. In order to improve the transition from development to 
implementation an inspirational nudge that concentrates on future achievement needs 
to be utilised, as it improves the want to accomplish goals that are set in the short-
term.  
2.8.5. Leveraging a crisis  
Nudge 5: Leverage a crisis – An additional way to influence the link between emotions 
and actions in order to improve the willingness to implement is to develop a sense of 
urgency. This is not a new idea, but it is an effective method that can be utilised to 
close the gap that drives employees into a mind-set of short-term concentration. 
2.8.6. Celebrating small wins 
Nudge 6: Celebrate small wins – The last nudge concentrates on the connection 
between short-term focus and implementation. In order for your team to retain an 
implementation mind-set, short-term goals need to be set and progress towards the 
relevant implementation goals needs to be regularly celebrated. This will increase the 
aspiration to implement in two ways. Firstly, the short-term goals assist teams to 
uphold a near future mental focus, which is related more to problem solving rather 
than concentrating on the remote future. Secondly, the celebration of small wins 
strengthens the rewards of accomplishment.  
Nudge 4 – 6 can be seen to reduce the desirability of constantly planning. 
According to Brinkschröder (2014), the best manner in which to operate is to 
proactively identify and anticipate challenges as this will assist in a quicker problem-
solving process. The key solutions obtained from practice are: 
 Ensuring that employees from various different subsidiaries have access to 
necessary information and meeting points. 
 Making communication stimulating, to the point and flexible, to clearly deliver 





dialogues, which are transparent allows everybody to work towards the same 
goals and objectives and assists in resolving any agreement and understanding 
difficulties that may develop in the strategy implementation process). 
 Holding conversations that are more familiar with each level within the 
organisation. 
 Providing support to increase understanding and motivation (motivation and 
recognition can only be achieved by understanding the requirements and the 
opinions of the employees and providing support where needed). 
 Developing teams and conducting meetings to organise and to assign 
responsibilities (by utilising implementation teams to make sure clear 
responsibilities and ongoing daily actions are established). 
 Rewarding employees to inspire strategic change. 
 Effective leadership and assigning responsibility to increase commitment and 
recognition (leaders can create recognition and engagement when they are 
always positive and motivational about change). 
 Organisations must find a proactive way of problem solving and if intervention 
is required, a learning effect can be utilised in order to develop human capital 
for employees. Human capital is considered the most significant resource for 
an organisation and guarantees a competitive advantage. 
According to Ramgulam (2015) it is suggested that mid-level managers are upskilled 
on how to manage change. In receiving the necessary training, managers will be able 
to obtain the buy-in of their employees during the strategy implementation process. It 
is also suggested that mid-level managers participate in the strategy design process 
so that they are more aware of what the contents of the organisation’s strategy are. 
This will allow them to engage their employees more competently on the details of the 
strategy. The last recommendation is that the performance objectives and the rewards 
of the business should be linked to the organisation’s strategy, as this will assist in 
successfully implementing the strategy. 
A solution offered by Speculand (2014), is that managers be educated on how to 
implement the strategy of the company, as it needs a skill set unlike that required for 





gap in their strategy implementation process, as the success of the strategy 
implementation may be a foundation to achieve a competitive advantage. 
Ultimately, it can be said that organisations must discover a proactive way of problem 
solving. The key factor in the strategy implementation process is communication, as it 
allows all employees to work towards a common goal and direction. Effective 
communication can be utilised as a tool to solve the challenges of agreement and 
understanding etc. For strategy implementation, communication can be the main 
obstacle if limited and disturbed or can be the key solution to successful strategy 
implementation in the organisation (Brinkschröder, 2014). 
Pro-activeness is necessary to deal with the various challenges faced, which cannot 
be solved by economic interventions only. Developing a clear strategy is not an 
indication that the implementation process will be a success (Tapera, 2014). 
Successful strategy implementation requires careful planning in order for strategic 
goals to be accomplished (Njagi and Kombo, 2014). 
2.9. Link between Strategy Development and Strategy Implementation 
Mitchell (2015) stated that strategy implementation has always been a vital 
complement of strategy development. In an extremely competitive working 
environment and with the exponential growth in terms of technology-enabled change, 
the significance of strategy implementation has grown rapidly. Nathan (2010) averred 
that strategy implementation concerns achieving a strategy developed through the 
utilisation of various employee initiatives. Strategy development (regardless of how 
cautiously constructed) without a committed plan for implementation will result in 
nothing. This view is consistent with that of Jones and Hill (2010) who argued that a 
developed strategy is deemed meaningless until it is implemented. Effective strategy 
implementation is an essential factor in the process of investigation as that is the basis 
for the development of new business models (Broekhuizen, Bakker & Postma, 2018). 
Therefore, it can be deduced that there is a close relationship between strategy 
development and strategy implementation, as they are interrelated processes that 
influence and have an effect on each other. This deduction is supported by findings 
from Leonardi (2015) and Mufudza (2018). 





2.10.1.  Water resource management and sustainable economic growth 
According to Manase (2009), water and water resource management has always 
played and will continue to play a critical role in sustainable economic growth and 
development in South Africa. Water boards in South Africa have essential strategic 
goals to meet in terms of water purification, the operation of water infrastructure and 
the provision of water (Masindi & Duncker, 2016). Therefore, through strategy 
development and implementation, water resources need to be managed in a manner 
that optimises economic benefits and provides sustainable development in South 
Africa. 
2.10.2. Access and availability of water resources 
Pressure on water resources is growing as a result of water resource restrictions. 
South Africa is a water scarce country as a result of the growing demand due to 
changing economic factors, and the unpredictable effects of environmental challenges 
such as climate change, on the availability of water resources in South Africa. Millions 
in South Africa do not have access to basic water and sanitation services and the 
various challenges experienced within water institutions can be attributed to 
insufficient investments, uncompromising government fiscal policies, high budget 
deficits and the shortage of debt reduction strategies experienced by the public sector; 
all of which have a direct effect on infrastructure development and strategy 
implementation (Ruiters and Matji, 2015). 
2.10.3. The need for adapting and assessing strategies 
The constant changes experienced in the water sector in South Africa create various 
additional challenges with regard to strategy implementation and requires 
organisations such as water boards to continually adapt and assess their strategies 
and implementation processes to address and overcome any challenges they are 
faced with (Mosai, 2019). This view is consistent with that of the Mena Report (2018) 
which stated that South Africa needs to close the gap between strategy planning and 
implementation within the water sector, in order to guide the provision and the 
utilisation of this important resource, as well as to deal with the various challenges that 





2.10.4. Challenges with regards to strategy implementation specific to the 
water sector in South Africa 
The deficiency of pertinent knowledge and capacity has been emphasised as one of 
the main challenges associated with the implementation of water sector related 
strategies and policies (Akoojee, 2012; Alaerts & Kaspersma, 2009; Mvulirwenande, 
Wehn de Montalvo & Alaerts, 2013) Regardless of widespread and nonstop efforts to 
build and develop the capabilities of people, organisations and institutions, there is an 
indication of a growing gap between the current and the required capacities within the 
water sector (Moyo & Wehn, 2017). This is due to the water sector experiencing a 
severe shortage of critical skills such as qualified engineers, water scientists, 
technicians and artisans. This highlights a risk to the sector’s continued capacity to 
provide water services effectively (Masindi & Duncker, 2016). 
In addition to those challenges, another challenge that water boards face is political 
power. Regardless of the positive outcomes of political reformation, organisations 
such as water boards in charge of transforming the political will into strategic, 
functional and operational implementation are still controlled by the goals and visions 
of the ruling political party which they have to answer to (Moyo & Wehn, 2017). 
Unanticipated changes in factors such as government policies regarding taxation, 
industry cooperation, environmental protection, water policies, and more will impact 
on strategy implementation as the pressure to respond to these changes increases 
(Kimotho, 2012). In line with this finding are the views of Mirumachi and Van Wyk 
(2010) who argued that the challenges faced within the context of multi-stakeholder 
institutions relate to power disparity, due to the interdependence of actors and the 
perceptions of the risks associated with inclusive decision-making. 
2.10.5. Key success factors required for successful strategy implementation 
Various key success factors are needed in water boards to ensure successful strategy 
implementation. These key factors include intra and inter-organisational coordination, 
coordination of activities and communication, streamlining of processes, aligning the 
organisational structure, and keeping employees motivated and committed to strategy 
implementation; and are key responsibilities of the leadership (Muthoni & Kavale, 





as the process is normally characterised by overlapping responsibilities and an 
inability to achieve objectives (Panday & Jamil, 2011). The process of strategy 
implementation in the water sector has been consistently regarded as a socio-political 
process, as it is impacted by and deeply embedded in the interactions of the various 
actors involved (Huitema, Mostert, Egas, Moellenkamp, Pahl-Wostl & Yalcin, 2009; 
Medema, McIntosh & Jeffery, 2008; Tropp, 2007; Tortajada, 2010).  
According to Masindi and Duncker (2016), there are various actors or key role players 
that are involved in the strategic management processes of the water sector in South 
Africa. These role-players include the Department of Water and Sanitation, 
municipalities, water boards, and community-based organisations, publicly or privately 
owned organisations, employees of all these organisations, professional bodies and 
many more. Actors or key role players in the water sector, as mentioned above, that 
are in charge of the strategy implementation process act at different levels; namely 
national, provincial and local, and in diverse capacities, namely strategic, 
administrative, operational, functional etc. (Moyo & Wehn, 2017). Interactions and the 
dependency amongst the various actors involved are essential to strategy 
implementation. Therefore, the success of strategy implementation is reliant on the 
coordination and the cooperation of all the role players involved (Brynard, 2009). 
Another key success factor required by water boards to ensure successful strategy 
implementation is effective monitoring and evaluation systems. According to Viljoen 
and van der Walt (2018), without effective monitoring and evaluation it is not possible 
to manage the implementation of actions, understand trends, adapt implementation 
and action plans appropriately, or plan effectively for the future. This is particularly 
critical in an environment facing significant change. The lack of data and information 
resulting from weak monitoring systems poses a high risk to the achievement of the 
organisational goals set out. 
In order for strategy implementation to be a success, resources as well as a budget 
are required with funds distributed to the various programmes (Moyo & Wehn, 2017). 
In terms of human resources, Kimotho (2012) stated that implementing strategies 
successfully requires the right mix of skills and expertise in the water sector. This 
includes the capacity expressed as number of persons and skills expressed by 





water services planning, management and operations. A critical need is to use the 
expertise of experienced water managers to mentor and to develop younger and less 
experienced managers in the water sector.  
2.10.6. Solutions to overcome strategy implementation challenges in the water 
sector 
Although various challenges to successful strategy implementation currently exist, 
there are certain solutions that may assist in creating a success of the strategy 
implementation process in the water sector. A solution suggested by Wang and Ap 
(2013) is to establish guidelines to operationalise the strategies as well as to 
coordinate and mobilise resources effectively, in order to achieve the water boards’, 
set out goals and objectives. According to Ruiters and Matji (2015), “Water boards 
require governance models for funding, financing and management of water 
infrastructure in South Africa in order to assist the effective strategy implementation 
process.” 
Another solution offered by Kimotho (2012) refers to innovation. For the South African 
water sector to be ready for future demands requires the investment in and acceptance 
of innovation; as innovation offers the opportunity to develop a water sector industry 
which can contribute to job creation, and to the development of economic opportunities 
for the country. 
 
2.11. Conclusion 
The aim of this chapter was to give a critical review of the literature pertinent to strategy 
implementation and with a particular focus on water institutions in South Africa. The 
chapter alluded to the fact that despite the various strategy implementation challenges 
that organisations experience, it is not impossible to bridge the gap between strategy 
development and implementation by overcoming the various challenges and 
effectively executing an organisation’s strategy.  
In order to achieve the main take home of the literature you can review the chapter 





literature review was to understand where strategy implementation comes from by 
defining the broader subject area of strategic management; The next focal area was 
based on defining and understanding what a strategy is and what the fundamental 
areas of a strategy are. The next focal area that was discussed was strategy 
development and implementation processes. This was followed by identifying and 
elaborating on the various challenges associated with strategy implementation. The 
next focal area was to firstly, discuss some of the key success factors required to 
effectively implement an organisation’s strategy and secondly, to conceptualise what 
solutions could be utilised by organisations, in order to assist with the various strategy 
implementation challenges that are experienced. The last area that the literature 
review focused on was the strategy implementation and water specific challenges that 
face water boards in South Africa. 
The aim of the next chapter will be to introduce the research design approaches and 
methods utilised for this study regarding strategy implementation at a water board in 
South Africa. A discussion around the study participants, the data collection process 
and the data analysis process will be provided and an ethical consideration statement, 
as well as a detailed description of how trustworthiness was ensured throughout the 






CHAPTER 3: RESEARCH DESIGN AND METHODS 
3.1. Introduction 
The previous chapter alluded to various literature that is relevant to the study at hand. 
The key points of the chapter can be seen in the descriptions of what strategy and 
strategy implementation is all about, the challenges currently experienced in strategy 
implementation, the key success factors of strategy implementation, strategy 
implementation in water institutions in South Africa and the link between strategy 
implementation and strategy development.  
The purpose of this chapter is to introduce and to provide details on the research 
design and methods utilised in this qualitative study on strategy implementation, within 
a water board in South Africa. This approach allowed for a deeper understanding of 
strategy within the water board and provided a way to develop theory from the data; 
in order to understand the strategy implementation process, as well as the challenges 
and the key success factors thereof. The applicability of a qualitative approach, an 
interpretivist paradigm and a deductive research approach utilised for this study will 
be discussed further in this chapter. The research strategy, including the research 
methods, the study participants, the data analysis methods and the ethical 
considerations are also primary components of this chapter  
3.2. Research Question 
Resultant from the problem outlined in the previous section, the following research 
questions need to be answered:  
Primary Research Question:  
 What are the current challenges hindering the strategy implementation 
process in a water board in South Africa?  
Secondary Research Questions: 
 What causes the gap between strategy development and strategy 
implementation? 
 What are the key success factors involved in successful strategy 





 What solutions can the water board implement to overcome the various 
strategy implementation challenges?  
3.3. Research Objectives 
The following objectives were formulated in order to attempt to answer the research 
questions and address the research problem (as mentioned above): 
Primary Research Objective: 
 To understand the dynamics of strategy implementation at a South 
African water board, in order to ensure more effective functioning and 
water provision. 
Secondary Research objectives: 
 To identify the challenges a water board in South Africa currently faces 
with regard to strategy implementation. 
 To determine what key factors contribute to a successful strategy 
implementation process in a water board in South Africa. 
 To identify suggestions that can be developed into solutions to address 
challenges experienced during the strategy implementation process at a 
South African water board. 
 To identify how to bridge the gap between strategy development and 
strategy implementation in a water board in South Africa; in an attempt to 
effectively address the challenges faced by the Water Sector in South 
Africa. 
3.4. Research Philosophical Paradigm, Approach and Design 
The philosophical paradigm, approach and design selected for the research studied 
will be discussed in further detail in this section. Furthermore, justification for each 
selected choice will be provided.  
3.4.1. Philosophical Paradigm 
Rehman and Alharthi (2016) describe a paradigm as a basic belief system or 





and understanding of the nature of reality. The study made use of an interpretivist 
philosophical paradigm. Given that the research questions sought to identify and 
understand the challenges, the key success factors and solutions regarding strategy 
implementation within a water board in South Africa, an interpretivist philosophical 
paradigm was considered to be most appropriate for this study. Interpretivism focuses 
strongly on a better understanding of the world through first-hand experience, truthful 
reporting and quotations of actual conversations from insiders’ perspectives (Merriam, 
1998).  
This view was supported by Babbie and Mouton (2014) who defined an insider 
perspective as an attempt to view the world through the eyes or perspective of the 
participants being studied. Myers (2013) debated that the foundation of interpretive 
researchers is that right of entry to reality (whether provided or socially created) is 
solely through social aspects such as language, consciousness and shared meanings. 
This view is supported by Ponterotto (2013) and Bryman and Bell (2015) who stated 
that the interpretivism philosophy attempts to comprehend how people make sense of 
their situations, behaviours, actions and experiences.  
According to Edwards and Skinners (2009), the sort of research which places an 
emphasis on abstract thinking and theory building, is founded upon an interpretivist 
philosophy, as the researcher seeks to contextualise the social world from the 
perspective of the participant, as well as taking into account the participant’s view of 
the world. Interpretivism was regarded as most appropriate for the study as it involved 
discovering the difficulties of social phenomena with a goal to obtain interpretative 
understanding of each aspect within the water board’s strategy implementation 
environment. In addition, it was best suited for the study as its aim was not to generate 
a new theory but rather to interpret, critically evaluate and refine currently existing 
theories in a specific context (Antwi & Hamza, 2015). 
3.4.2. Research Approach 
In line with the interpretivist philosophy, the study took a qualitative research approach. 
In order to obtain an understanding of the challenges, key success factors and 
solutions regarding strategy implementation in a water board in South Africa. A 





research methods are highly effective when various issues need to be researched in 
the study (Dlodlo, 2011); as a qualitative research approach enables rich and detailed, 
or thick description of social phenomena by encouraging participants to speak freely 
and understand the investigator’s quest for insight into a phenomenon that the 
participant has experienced (Antwi & Hamza, 2015). 
Collis and Hussey (2014) stated that qualitative research is rich, subjective and 
detailed, which was necessary for this study, as it holds the opportunity to contribute 
to achieving the study’s aim and objectives, as well as assisting in effectively 
answering the main research question; by allowing the researcher to dig deeper and 
explore different views by undertaking an in-depth and engaging enquiry. The 
qualitative research approach allowed the researcher to answer questions about 
experience, meaning and perspective, with regards to strategy development and 
implementation, from the standpoint of the participant (Hammarberg, Kirkman & 
Lacey, 2016). The enquiry did not restrict participants from choosing from a list of 
prescribed responses, as is normally the case with quantitative inquiry. It rather 
allowed the researcher the opportunity to provide a detailed understanding and raise 
new issues or insights that may offer great value to the study’s findings, 
recommendations and conclusions (Choy, 2014). Therefore, the utilisation of a 
qualitative research approach allowed the researcher to effectively address the 
research questions and objectives by gaining a thorough insight and understanding of 
the strategy development and implementation processes at a water board in South 
Africa. 
It is possible to approach research from either an inductive or a deductive manner. A 
deductive research approach was utilised and regarded as most suitable for the study, 
as the study started with theory generated from academic literature and required an 
approach to test the existing theoretical perspectives discovered (Yin, 2009; 
Saunders, Lewis & Thornhill, 2012). An inductive approach involves generating theory 
and begins with a particular subject matter or topic which, after research, develops 
theory from data (Blatter & Haverland, 2012). The study therefore attempted to make 
sense of the strategy implementation, challenges, key success factors and solutions 
through deduction from the key data collected. After this step, findings were compared 





3.4.3. Research Design 
The study made use of a case study research design. Yin (2012) defines a case study 
research design as an in-depth practical investigation of a current event in the actual 
context. Bryman and Bell (2015), stated that a case study design, offers an opportunity 
to discover firstly the manner in which the organisation is structured, and secondly the 
manner in which the employees within the organisation engage with one another. The 
case study approach is a very common and extensively utilised research design in 
business research and some of most well-known investigations in business and 
management research utilise this method. A case study research design was seen as 
best suited for the study as Hyett, Kenny and Dickson-Swift (2014) argued that since 
theory development in the field of strategic management takes time and offers extreme 
challenges, qualitative case studies have to rely on existing literature, which provide a 
rich theoretical framework for the case study research design and collection of the rich 
data needed. In addition, a case study research design was regarded as beneficial for 
this study as it allowed the in-depth exploration of an issue in its natural real-life 
context. The use of the case study research design allowed the researcher to 
extensively explore the concepts of strategy development and strategy 
implementation in a water board in South Africa by asking the relevant ‘how’, ‘what’ 
and ‘why’ questions during the interview process (Crowe, Cresswell, Robertson, Huby, 
Avery & Sheikh, 2011). 
3.5. Sampling, Data Collection and Data Analysis 
3.5.1. Sampling 
The sample was drawn from a population of senior and middle management across 
various disciplines, such as finance, strategy planning, infrastructure and strategic 
asset planning, organisational design and development, water treatment and 
distribution, innovation and new technology, compliance, treasury and water growth 
strategy. The participants selected from the population were spread across various 
sites which include the head office, scientific services, and the various water treatment 
and distribution sites.  
The researcher did not seek to sample random participants, as specific participants 





water sector in general. Therefore, sampling of participants was conducted in a 
structured manner that contributed to improving the credibility of the results obtained. 
A technique known as purposive sampling was utilised to select participants from a 
water board in South Africa, based on the following criteria: knowledge, experience 
and involvement in the organisation’s strategy implementation processes. This is 
supported by Creswell and Plano Clark’s (2011) view that purposive sampling involves 
identifying and selecting individuals or groups of individuals that are especially 
knowledgeable about or are experienced regarding the phenomenon of interest. 
Purposive sampling is extensively used in qualitative research for the identification and 
the selection of information-rich cases related to the phenomenon of interest (Palinkas, 
Horwitz, Green, Wisdom, Duan & Hoagwood, 2015).  
The motivation for the choice of the participants was based on the participant’s grasp 
of the organisation’s strategy implementation processes, as well as the theoretical 
understanding that they hold of the subject researched as well as the water sector. 
The purposive non-probability sampling technique was most appropriate for this study 
because it allowed the researcher to decide on the selection of cases that were best 
suited to answering the research questions (Saunders, Lewis & Thornhill, 2012). 
A sample size of 16 participants was selected, based on the concept of data saturation. 
Data saturation is referred to as the point when no new information or themes are 
observed in the data and when coding is no longer feasible or when there is enough 
information to replicate the study (Guest, Bunce & Johnson, 2006; O’Reilly & Parker, 
2012; Walker, 2012). In a study conducted by Guest et al. (2006) on how many 
interviews are enough; it was discovered that the data saturation point was reached 
at 12 interviews. Therefore, an additional 4 participants were interviewed in order to 
provide extra credibility and validation of the findings beyond the data saturation point. 
This approach is supported by Jassim and Whitford (2014) who stated that a number 
of studies claim saturation, and yet further data collection takes place in an attempt to 
confirm various claims.  
3.5.2. Data Collection 
In order to collect data, the use of semi-structured, face-to-face interviews was 





unstructured interviews. According to Bryman and Bell (2015), semi-structured 
interviews can be defined by an extensive variety of instances. It generally refers to a 
situation in which the interviewer has a chain of questions that are in the common form 
of an interview schedule, but where the interviewer has the ability to change the order 
of questions.  
In addition, the interviewer normally has the ability to ask additional questions in 
reaction to what is seen as appropriate responses. This benefit is of value to the study 
as it offers the ability to prepare questions beforehand in the form of an interview guide 
but still maintain the ability to probe for more information and add in additional 
questions during the interview process (Babbie & Mouton, 2014). This view is 
supported by Dlodlo (2011) who states that semi-structured interviews are most 
effective when dealing with complex research problems as such interviews allow 
research participants to be questioned and their responses are then clarified by 
probing for more information (Saunders, Lewis & Thornhill, 2012).  
Face-to-face interviews are considered most suitable for the research as Moriarty 
(2011) stated that face-to-face interviews enables the researcher to create rapport. 
This view is supported by Miller (2017) who stated that the utilisation of a friendly and 
jovial tone can set the scene for the face-to-face interview and holds the potential to 
build rapport. 
3.5.3. Data Analysis 
The utilisation of directed qualitative content analysis was regarded as best suitable 
for the study as it was useful in analysing data collected through semi-structured 
interviews (Elo, Kaariainen, Kanste, Polkki, Utriainen & Kyngas, 2014). According to 
Elo and Kyngas (2008) and Hsieh and Shannon (2005) directed qualitative content 
analysis is utilised to validate, refine or add onto a theory or a theoretical framework 
in a new context or manner, as well as allowing for information obtained from 
participants to be interpreted in the context in which it was provided and transformed 
into meaningful, rich and descriptive themes (Mayring, 2014).Therefore the directed 
qualitative content analysis was deemed most suitable as it allowed for further 
description and research of current phenomenon whereas, conventional qualitative 





theories or research findings, and the summative qualitative content analysis is more 
suitable when the focus is on frequency of words and the quantification of certain 
words (Elo & Kyngas, 2008; Hsieh & Shannon, 2005; Mayring, 2014). 
The starting point of the directed qualitative content analysis process was coding. 
Codes were developed and identified so as to make sense of the raw data collected. 
Coding of the data was necessary as according to Saunders, Lewis and Thornhill 
(2012), coding assists with developing relationships between data, and makes it easier 
to identify connections between and among the raw data gathered (Erlingsson & 
Brysiewicz, 2017). The connections were then effectively utilised to develop relevant 
categories. The development of categories allows for the, who, what, when, why and 
where questions to be answered more easily (Erlingsson & Brysiewicz, 2017). After 
categories were developed, the last step in the content analysis process was to 
develop themes by combining various interrelated categories. In developing themes, 
it allowed for the underlying meaning in the content to be expressed as well as in-
depth conclusions to be made from the information obtained. 
3.6. Elements of Trustworthiness of the Research 
It is important to guarantee trustworthiness in research as the purpose of 
trustworthiness in qualitative research is to support the argument that the study’s 
findings are worth focusing on (Lincoln & Guba, 1985). In order to guarantee that the 
research can be regarded as trustworthy, the following criteria: credibility, 
transferability, dependability and confirmability, will be used to establish and assess 
the quality of the research (Guba, 1981; Schwandt, Lincoln & Guba, 2007). The 
section below provides a detailed description of how trustworthiness was achieved in 
this study. 
3.6.1.  Credibility 
Credibility is utilised to evaluate whether the findings are consistent with reality (Morse, 
2015). According to Bryman and Bell (2015), the establishment of the credibility of 
findings entails both:  






 Submitting research findings to the people who were studied, to confirm that 
the investigator has correctly understood their social world. 
In this study, credibility was enhanced by utilising the following processes: Firstly, the 
researched adhered to the standards of good practice by informing the participants of 
their right to withdraw from the study at any time, by explaining the purpose of the 
study to the participants clearly, and by reassuring the participants that all their 
responses would remain anonymous. In performing the above-mentioned 
undertakings, the accuracy and the credibility of the study is enhanced as the 
participants did not feel coerced into participating and felt more comfortable to be 
honest as they understood the purpose of the study and that their identities would not 
be revealed.   
Secondly, in order to ensure that no information was omitted or missed during the 
interview process, permission to record the interviews was requested and granted by 
each participant. In recording the interviews, accuracy and credibility was enhanced 
by generating verbatim transcripts after the interview process was completed.  Thirdly, 
direct quotations from the participants were captured in Chapter 4. Providing direct 
participant quotations is a useful method to enhance the credibility of the study, as it 
enables the researcher to provide support for the results of the study, as well as to 
include the voices of the participants in the process of analysing and interpreting data 
(Anney, 2014).  
3.6.2. Dependability 
Dependability refers to ensuring that the data as well as the results of the study are 
consistent and are regarded as dependable for all persons who are not part of the 
study (Anney, 2014; Elo et al., 2014). Dependability of the study was enhanced by 
ensuring that complete records were kept of all phases of the research process. That 
included anything related to the problem formulation, selection of research 
participants, notes, interview transcripts, research drafts, and data analysis decisions, 
as well as documenting all aspects of the research such as the sampling process, the 






Confirmability is concerned with ensuring that, while recognising that complete 
objectivity is impossible in business research, the researcher can be shown to have 
acted in good faith (Bryman & Bell, 2015). To achieve confirmability, the research 
attempted to prove that the results were clearly related to the inferences (Moon, 
Brewer, Januchowski-Hartley, Adams & Blackman, 2016). In order to do this, the 
researcher utilised recording verbatim transcripts and direct participant quotations, to 
ensure that it can be clearly seen that the source of the findings and conclusions is 
directly from the participants and not based on the researchers’ views or assumptions. 
3.6.4. Transferability 
Transferability refers to ensuring the methods and analysis of the qualitative research 
can be distinctly transferred to the theory of the research (Moon et al., 2016). This 
study enhanced the concept of transferability by firstly having diverse participants and 
secondly by providing an in-depth description of how the study was conducted and a 
detailed description of the findings, so that another researcher can apply the process 
or transfer the findings from this study to any of their situations or studies.  
3.7. Ethical Considerations 
The researcher ensured that ethics remained a top priority throughout the study. As 
the researcher, in order for the research to uphold and comply with all ethical principles 
the following process was followed to ensure that the participants were not subjected 
to any harm. Firstly, the necessary permissions to conduct the research within the 
water board was obtained. This was done by firstly emailing the relevant stakeholder 
in the organisation a permission letter explaining what the study was about and 
requesting permission to conduct the research within the organisation. Ethical 
clearance from the School of PMG Research Ethic Committee at the University of 
Johannesburg to commence with the research study was provided on 14 April 2020. 
Secondly, a confidentiality and non-disclosure agreement was signed to ensure that 
the research would only be used for academic purposes and to ensure the 
confidentiality of the information provided. Thirdly, a contract requesting the final 





Next, an interview consent form was provided to all research participants, prior to 
conducting the interviews, in order to ensure that full consent was provided. The 
interview consent form reassured the research participants that all data collected 
would be kept anonymous and confidential. It reassured the participants that their 
names and any other identifying information would not be disclosed and that the 
research purpose was solely academic in nature. In addition, it indicated that their 
participation in the interview was completely voluntary and that they had the right to 
withdraw from the study at any time.  
The consent form gave the participants all the necessary information regarding how 
long the interview would take and approximately how many questions they would be 
asked. The necessary consent to use a recording device was obtained before starting 
the process, by explaining to the participant that the recordings would only be utilised 
to type up transcripts and to ensure the accuracy and validity of the verbatim interview 
transcripts. In addition, the consent form stated that if the participants had any 
questions or comments or if they would like to receive a copy of the study, they were 
welcome to contact me or my research supervisor. Lastly, over and above the consent 
form, reassurance as well as the opportunity for questions and clarification was 
provided to the participants before starting with the interview process. 
3.8. Conclusion 
This chapter provided details regarding the research design and the methods utilised 
in the study. Discussing the research design and methods is essential to understand 
how the researcher approached the research process and why they chose to approach 
it in this manner. Therefore, the research design and the methods were chosen on the 
basis that they were best suited for the nature of the research and for answering the 
research questions and achieving the research objectives. Figure 3 below, provides a 
high-level summary of the research design the approaches as well as the methods 






Figure 3: Research Design & Methods Framework 
Source: Own construct 
The interpretivist philosophical paradigm, qualitative research approach and case 
study research design were all selected as most suitable for this study as they allowed 
the researcher to delve deep into gaining insights and understanding of the strategy 
development and implementation processes of a water board in South Africa. The 
research design, approaches and methods selected allowed the researcher to 
effectively address the research questions and objectives of the study by gaining in 
depth information and data form the standpoint of each participant. In addition to the 
research design, approaches and methods and an ethical statement were provided, 
as well as the various elements (credibility, dependability, confirmability and 






CHAPTER 4: PRESENTATION OF FINDINGS, AND ANALYSIS AND 
INTERPRETATION OF THE DATA 
4.1. Introduction 
The precious chapter alluded to the research design and methods utilised in the study 
on strategy implementation within a water board in South Africa. The applicability and 
the suitability of a qualitative approach, the interpretivist paradigm, as well as the data 
collection and analysis methods were discussed in detail. 
 This chapter contains the findings of the research study conducted, as well as a 
discussion and analysis of the findings. As mentioned in Chapter 3, qualitative data 
was collected through the utilisation of semi-structures and face-to-face interviews with 
16 participants. An interview guide was established and split into two sections. Section 
A of the study was aimed at obtaining biographical details of each participant and 
contained four questions. The various research objectives of the study created the 
foundation for section B of the study, which was aimed at answering firstly, the primary 
research question: as well as the secondary research questions.  
4.2.  Fieldwork 
The first step concerning the fieldwork of the research was to establish contact with 
each participant in order to gain consent to interview him or her and to set up a time 
that was most suitable for the participant. Initially, the fieldwork was supposed to be 
conducted in the form of face-to-face interviews with each participant. However, due 
to Covid-19 and the current restrictions in the country, the medium for the collection of 
data had to be slightly adjusted. Therefore, Zoom was utilised as the platform for data 
collection, as it offered the opportunity to hold a virtual interview with each participant, 
as well as to record each interview. Zoom was a useful method for the qualitative 
interviews as it is a user-friendly platform that was convenient for the researcher and 
the participants. Although the purpose of the research and the steps taken to protect 
the participant’s anonymity and identity were stated in the interview consent letter, in 
order to build a trust relationship between the researcher and the research participant 
the researcher reiterated to each participant the purpose of the research, as well as to 
put the participants at ease in terms of the confidentiality of their responses and their 





participants were comfortable utilising the Zoom platform; as due to Covid, they had 
been making use of the platform already. Despite a few issues in network connection 
for some of the interviews the online meetings went well, and the researcher was able 
to gather the necessary information.  
4.3. Background of the Participants 
As mentioned above, obtaining the relevant background information from the 16 
participants was the first focal point of the study and was requested as per section A 
of the interview guide. The participants had to provide their consent to participate in 
the study and were assured that their responses would remain confidential and 
anonymous throughout the study. Therefore, as a form of identity, each participant 
was provided with a number and their names were not disclosed. The relevant 
biographical information of each participant is provided in Table 1. 
Table 1 - Participant Biographical Information 
Participant 
Number Age 
Participant position within 
the organisation 
Number of years 
in the position 
Number of years 
in the 
organisation 
Participant 1 41 years Process Manager Operations 10 years 17 years 
Participant 2 61 years General Manager Operations 18 years 25 years 
Participant 3 47 years Maintenance Manager 8 years 22 years 
Participant 4 49 years Chief Surveyor Manager 15 years 24 years 
Participant 5 49 years Manager Divisional Support Services 18 years 20 years 
Participant 6 63 years Manager Management Accounting 22 years 23 years 
Participant 7 49 years 
Acting Head: Integration, 
Monitoring and Evaluation 
(IME) 
1 year 10 years 
Participant 8 61 years Divisional Support Manager Operations 17 years 24 years 
Participant 9 63 years Senior Manager Process & Architecture 16 years 16 years 
Participant 10 46 years Innovation Manager 5 years 25 years 
Participant 11 49 years Treasury Manager 15 years 22 years 
Participant 12 36 years Principal Researcher 9 years 11 years 
Participant 13 57 years Administration Manager 24 years 24 years 
Participant 14 40 years Senior Operations Engineer 2 years 2 years 
Participant 15 44 years Organisation Design & Development Manager 3 years  3 years 
Participant 16 34 years Acting Programme Manager 3 months  12 years 





4.4. Presentation of the Findings  
The following section firstly focuses on presenting the findings that are based on the 
responses of the 16 participants to the 12 questions contained in the interview guide. 
Secondly, the section focuses on interpreting and analysing the data collected, in 
conjunction with the existing literature reviewed in that particular subject area. Code 
development was the first step in the content data analysis process. The coding 
performed on each interview transcript resulted in 8 sub-categories and 12 categories 
emerging from the data. From the 12 categories identified, the study saw the 
emergence of 5 key themes. The findings under each theme were provided by firstly 
explaining what the finding was all about. Secondly, the findings were contextualised 
in terms of the relevant existing literature and thirdly, supporting evidence of the 
findings was presented in the form of direct quotes from participants. 
4.5. Findings Resultant from the Study 
Several findings resulted from the study. These findings were discussed in depth 
under the relevant theme which the finding was associated with. To support the 
findings of the study a few interview extracts/quotes were provided. Although only a 
few extracts were provided, more evidence is available upon request. Figure 4 below 
provides a graphical representation of the sub-categories, categories and themes that 
were developed during the directed content analysis process.  
Figure 4: Graphical representation of sub-categories, categories and themes 





4.5.1. Theme 1: Understanding strategy development and strategy 
implementation 
The theme provided a detailed description of what strategy development and strategy 
implementation was all about and why it was important. In addition, the theme 
described the link between the strategy development and the implementation 
processes. The following theme is made up of two categories, namely: 
(a) Elements of strategy development and implementation. 
(b) Interdependent nature of strategy development and implementation. 
The category elements of strategy development and implementation were made up of 
four sub-categories namely: 
i. Process nature of strategy development and strategy implementation. 
ii. Vision, Mission, Goals, Objectives and Performance Targets. 
iii. Resources, leadership, communication, clarity, and strategic intent. 
iv. The importance of strategy implementation for organisational success. 
 
(a) Elements of strategy development and implementation 
Each element of strategy development and strategy implementation that the 
participants mentioned, can be regarded as a sub-category which was used to develop 
the relevant category and respective theme. In looking at these elements holistically it 
becomes easier to understand what strategy development and strategy 
implementation is about. Each sub-category will be discussed in further detail below. 
i. Process nature of strategy development and strategy implementation 
The process nature of strategy development and strategy implementation is attributed 
to several participants mentioning that strategy development and strategy 
implementation are both processes in the broader core management function of 
strategic management. One of the participants mentioned that: “strategy development 
can be seen as an analytical and systematic process of selecting the best course of 
action required for the organisation to achieve its objectives, prescribed by its vision, 





implementation is more an operational process aimed at managing the various 
elements during execution to achieve success.”  
The process nature of strategy development and implementation finding is supported 
by Misankova and Kocisova (2014) and Mufudza (2018) who stated that strategic 
management was made up of three distinct processes: namely strategic development, 
strategic implementation and strategic control. In addition, in defining strategy 
development several of the participants mentioned that strategy development 
precedes strategy implementation and refers to the process of crafting the strategy. 
This definition is linked to that of Gamble et al. (2015) who stated that strategy 
development involves the crafting of the organisation’s strategy. Therefore, it can be 
deduced that in order to understand what strategy development and implementation 
are all about, it is important to understand that they are both processes that fit into the 
broader core management function of strategic management. 
ii. Vision, Mission, Goals, Objectives and Performance Targets 
In defining strategy implementation, the majority of the participants mentioned that 
strategy implementation is a process that focuses on practically realising the 
organisation’s strategy, in order to achieve the organisation’s mission, vision, goals, 
and objectives, as well as individual performance targets. Therefore, the organisation’s 
vision, mission, goals, objectives and performance targets are seen as essential 
elements of the organisation’s strategy development and implementation processes. 
This is consistent with authors such as Gamble et al. (2015), who stated that strategy 
implementation is a process that involves particular phases that are based on essential 
aspects such as strategic vision, performance objectives and evaluation and analysis. 
Similarly, Zheng et al. (2010) stated that strategy implementation is regarded as a 
process of transforming the crafted strategy into action.  
One of the participants mentioned that strategy implementation addresses the, who, 
where, when and how an organisation will attempt to achieve the desired goals and 
objectives it has committed to. This finding is linked to the statement by Gamble et al. 
(2015) that strategy seeks to answer the three-central questions of an organisation’s 
existence: Where are we now? Where do we want to go from here? and How are we 





organisation’s strategy and to ensure effective implementation thereof, it is important 
to build the foundation and determine what the organisation’s purpose is, why they 
exist and what they want to achieve. 
iii. Resources, leadership, communication, clarity, and strategic intent. 
In addition participants suggested that strategy implementation is one of the most 
difficult processes as it requires various internal and external elements, resources, 
good leadership, clear communication, explaining to all the impacted stakeholders and 
stating who will be responsible for what action and when each action will be completed 
to ultimately achieve the organisation’s strategic intent. This view is firstly supported 
by Sull, Homkes and Sull (2015) that argues that strategy implementation requires the 
coordination and cooperation of the entire organisation as it is regarded as more 
challenging than strategy development. Secondly, the finding is supported by Brenes, 
Mena and Molina (2008) who mentions that strategy implementation consists of a 
large variety of aspects both internal and external to the organisation. Lastly the finding 
is linked to the views of Grant (2016) that states that Strategy implementation 
encompasses the complete design of the organisation to assign and manage labour 
to responsibilities that will result in the achievement of the set out strategic intent.  
iv. The importance of strategy implementation for organisational 
success. 
Similar to Misankova and Kocisova (2014) who advocates that strategy 
implementation plays and essential role in obtaining success and competitiveness, 
certain participants highlighted that the strategy implementation process is vital as it 
is necessary to ensure the success of the organisation.  
As is the case with the water board, the success of an organisation’s strategy 
implementation process contributes to the overall success and continuous 
improvement of the organisation, as well as assisting greatly in the achievement of the 
organisation’s set out mandate. 





In order to address the interdependent nature of strategy development and strategy 
implementation, all the participants mentioned that there has to be a link between the 
two, as there is a back and forth, consultative process flow that occurs between the 
two processes which requires the merging of minds.  
Certain participants mentioned that a well-developed strategy required a good 
implementation plan to ensure that it is operationalised. In addition, the participants 
mentioned that if the link between strategy development and strategy implementation 
did not exist, the processes would be regarded as futile or fruitless and just a nice idea 
on paper. These findings are in line with the literature by Mitchell (2015), Mufudza, 
(2018) and Nathan (2010). Mufudza (2018) asserted that strategy development and 
strategy implementation are interrelated processes that influence and have an effect 
on each other. Mitchell (2015) stated that strategy implementation is a vital 
complement of strategy development and Nathan (2010) advocated that no matter 
how carefully the process of strategy development was conducted, if there was no 
committed plan for implementation, both processes would result in nothing. This 
finding therefore indicated that the need for the back-and-forth flow between strategy 
development and strategy implementation is important to make the necessary 
changes and enhancements to make a success of an organisation’s strategy 
implementation process.  
Participant 5: “Strategy implementation follows strategy formulation. It’s often the 
most difficult and is dependent on many variables; for example, maybe the strength 
of the strategy, whether it’s focused enough, properly communicated with guidelines 
on how to operationalise or implement and monitoring and tracking performance 
against set objectives.” 
Participant 13: “Well, before a strategy can be implemented it must first be crafted 
to set direction for the organisation. A vision of the organisation’s long-term goals 
must be set, a mission that describes the purpose of the organisation and a set of 
values to support the vision and mission must be set. Also, objectives must be set 
to convert the vision and mission into specific performance targets, to move the 
organisation along its strategic intent.” 
Participant 15: “Therefore, I believe there is a back and forth/iterative link between 
strategy development and strategy implementation.”  
Participant 16: “Yes there is. Strategy without implementation is just a nice idea on 






4.5.2 Theme 2: Stakeholder involvement in the organisation’s strategy 
development and implementation processes 
The theme provides a detailed description of each stakeholder’s involvement in the 
organisation’s strategy development and implementation processes, at various levels 
within the organisation, in order to get a better understanding of how each process 
takes place within the organisation. The following theme is made up of three 
categories, namely: 
(a) Executive level involvement in strategy development. 
(b) Departmental, divisional and portfolio involvement in strategy implementation. 
(c) General manager and employee involvement in strategy implementation. 
 
(a)  Executive level involvement in strategy development 
With regard to stakeholder involvement in the organisation’s strategy development and 
implementation it is worth noting that all 16 participants mentioned that the 
organisation has a dedicated strategy department known as the Strategy Portfolio or 
Group Strategy. In addition, all the participants mentioned that strategy development 
is conducted at an executive level and involves various internal and external 
stakeholders. The internal stakeholders include the CEO, the CEO’s team, the 
Strategy Portfolio and the Portfolio Integrating Committee (PIC). This is supported by 
observations made by Greer et al. (2017) who stated that the foundation of a 
successful strategy should be based within the organisation and is required to build 
total organisational effort.  
Yang et al. (2010) added that this includes leadership and active involvement of top-
level as well as mid-level managers. The external stakeholders namely, the 
Shareholder’s Compact and The Department of Water and Sanitation inform the 
development of the organisation’s strategy that needs to ultimately align to the 
objectives of the Government. Consistent with this finding is that of Moyo and Wehn 
(2017) who stated that water boards are still controlled by the goals and vision of the 
ruling political party which they must answer to. 
Several participants mentioned that the fact that strategy development takes place 





significant challenge to the success of the strategy implementation process within the 
organisation. This aspect will be discussed further in the next theme. 
(b) Departmental, divisional and portfolio involvement in strategy 
implementation 
Due to the size of the organisation, other business departments, divisions and 
portfolios contribute to the strategy process by ensuring that their areas align to the 
overall strategy, in order to implement it. Each participant mentioned that their 
involvement in the strategy implementation process is dependent on their various 
departments, divisions and roles.  
Different portfolios create portfolio wide business plans which then feed into various 
departmental and divisional plans. In addition, each area needs to ensure that they 
align their business plans to the overall organisational strategies, the vision, mission, 
values and objectives of the organisation, as well as the relevant Key Performance 
Areas (KPAs) and Key Performance Indicators (KPIs).  
Easterling (2016) agreed that successful strategy implementation requires the strategy 
to be operationalised in terms of function, activities and performance measures for 
employees. Only certain participants had the opportunity to contribute and make inputs 
to the organisational strategy during the development phase. 
(c)  General Manager and employee involvement in strategy implementation 
In addition to the findings mentioned above, certain participants mentioned that the 
strategy implementation process is conducted by the general managers, planning 
crew, staff reporting to the general managers and all employees in the organisation. It 
was mentioned that all employees need to know and understand the strategy for it to 
work, and that without the support of all employees any strategy will be unsuccessful. 
Chroust (2014) agrees that leaders and managers play a substantial role in identifying 
the necessary implementation process, as they have influence on various strategic 
drivers that assist organisational performance.  
From the findings mentioned, it can be deduced that it is important for all the relevant 





as alignment between the strategy development and strategy implementation 
processes, in their respective areas. 
Participant 2: “The Chief Executive, the strategy portfolio, the Portfolio Integrating 
Committee (PIC), General Managers (GM), planning crew and staff reporting to the 
GM’s. The PIC sets the mode of what is critical in a particular year and then the 
strategy portfolio will take it to a lower level for inputs and implementation as pillars 
and targets for the financial year.” 
Participant 7: “Yes, we have the Group Strategy Portfolio comprising corporate 
planning, corporate research and development and financial and economic 
planning.” 
Participant 9: “My involvement is in terms of developing strategies at a 
departmental, division level that supports the corporate strategy. In addition, I am 
involved in the implementing of these strategies to support the corporate strategy.” 
4.5.3. Theme 3: Challenges experienced in the implementation of 
strategies within the organisation 
The theme provides a detailed description of the challenges that an organisation 
experiences with regard to strategy implementation internally and externally, to the 
organisation. In identifying the various challenges, the organisation experiences with 
regards to strategy implementation makes it easier to determine solutions to avoid or 
overcome these challenges. The following theme are made up of two categories, 
namely: 
(a) Internal challenges experienced in strategy implementation. 
(b) External challenges experienced in strategy implementation. 
The category internal challenge experienced in strategy implementation was made up 
of four sub-categories namely: 
i. Employee related challenges 
ii. Managerial/leadership related challenges  
iii. Organisational related challenges 






(a) Internal challenges experienced in strategy implementation 
As indicated above, one of the study’s secondary objectives was to identify the 
challenges that a water board in South Africa currently faces with regard to strategy 
implementation. The responses of all 16 participants revealed that water boards 
experience the following internal challenges with regard to strategy implementation: 
i. Employee related challenges 
The employee related challenges regarding strategy implementation include the 
following: 
(1) Conflicting priorities in day-to-day activities. This finding relates to a challenge 
mentioned by Kloppenborg et al. (2014) who stated that one of the challenges 
experienced in strategy implementation is that personnel’s attention is 
distracted from the implementation process, as day to day activities take up 
most of their time and they experience conflicting organisational priorities. It is 
important for employees to clearly understand their own expectations and 
what is required of them, in order to split their time and focus accordingly. 
(2) Resistance to change, lack of commitment to change and the lack of flexibility 
to respond to changes that may occur and hamper business continuity and 
implementation progress within the organisation: Given that several staff 
within the organisation have been there for more than 15 years, they tend to 
want to do things the old way and they are not open to change, which therefore 
creates a barrier to the strategy implementation process. These findings are 
consistent with Olsen and Boxenbaum (2009) and Kloppenborg et al. (2014) 
who argued that change challenges arise from employees being scared or 
worried about the disruption the change will cause or if the chosen method to 
introduce the change is poor. Similarly, Cândido and Santos (2019) asserted 
that change challenges are attributed to not having enough change leeway as 
well as resistance to change as you fear losing. 
(3) A lack of employees with the necessary skills or capacity required to effectively 
implement the organisational strategy effectively: This finding is linked to 





Montalvo and Alaerts, (2013) who argued that the deficiency of pertinent 
knowledge and capacity has been emphasised as one of the main challenges 
associated with the implementation of water sector related strategies and 
policies; as well as Moyo and Wehn (2017) who stated that regardless of 
widespread and nonstop efforts to build and develop the capabilities of people, 
organisations and institutions, there is an indication of a growing gap between 
the current and required capacities within the water sector.  
 
ii. Managerial/leadership related challenges 
The managerial/leadership challenges mentioned by participants with regard to 
strategy implementation comprise the following: 
(1) A lack of communication or insufficient communication with regard to the 
strategy development and strategy implementation processes: Participants 
mentioned that the lack of communication or insufficient communication with 
regard to the strategy development and implementation processes results in 
confusion and a lack of understanding. Another participant mentioned that the 
lack of communication or insufficient communication can lead to costly 
mistakes, inefficiencies or errors being made in the implementation of a 
strategy within an organisation. Authors such as Cândido and Santos (2019); 
Brinkschröder (2014) and Heracleous and Werres (2016) asserted that 
communication is essential for the success of the strategy implementation 
process and that without open, transparent and two-way communication, the 
success of the strategy will be hindered by this challenge. 
(2) A lack of support during the implementation process and a lack of support to 
overcome barriers when they arise: Authors such as Ivancic et al. (2017) as 
well as Sull et al. (2015) confirmed that lack of support from certain internal as 
well as external parties is regarded as one of the greatest implementation 
obstacles for certain organisations.  
(3) A lack of clear direction from leadership and management so that employees 
can understand what is expected of them during the strategy development and 
implementation process: This confirms Rajasekar (2014) and Shirey’s (2011) 





key challenges to effective strategy implementation. This finding can tie into 
the finding of conflicting day to day priorities. Participants mentioned that in 
the absence of clear direction which includes a clear mandate and a clearly 
articulated implementation plan, there is little or fragmented ownership and 
accountability amongst those involved.  
(4) Adequate performance measures and incentives: Although certain 
performance measures have been put into place, they are not adequate. 
There should be a set of strategic initiatives linked to the various KPAs and 
KPIs, as well as effective poor performance management where necessary. 
As mentioned by Cândido and Santos (2019), organisational factors that 
hinder the success of strategy implementation include factors related to the 
organisation’s performance management. According to Ho, Wu and Wu 
(2014), performance measures help to influence the consensus towards 
success in the strategy implementation process. 
 
iii. Organisational related challenges 
The organisational challenges mentioned by participants include the following: 
(1) Organisational preparedness for an effective implementation process can be 
hampered as there is a lack of resources, and/or a lack of infrastructure, 
insufficient budget and financial requirements, as well as challenges related 
to the supply and the availability of required materials. In terms of budget and 
financial requirements Ruiters and Matji (2015) stated that the various 
challenges experienced within water institutions can be attributed to 
insufficient investments, uncompromising government fiscal policies, high 
budget deficits and a shortage of debt reduction strategies experienced by the 
public sector, all of which have a direct effect on infrastructure development 
and strategy implementation (Ruiters & Matji, 2015). Cândido and Santos 
(2019) advocated that various organisational factors such as resources should 
be regarded as the central challenges regarding successful strategy 
implementation.  
(2) The current organisational culture is not conducive or aligned to the strategy. 
Departments and divisions tend to work in silos and there is too much 





divisional and portfolio heads. This finding is consistent with Heracleous and 
Werres’s (2016) statement that stated that if the culture and climate of the 
organisation is not conducive, due to it being traditionally bound, paradigm 
persistent and /or not homogenous, the success of the strategy 
implementation process will not be supported.  
(3) The COO at the time of the strategy being development has since left the 
organisation which has impacted the thinking of how the chemical pillar should 
be executed. This is in line with observations made by Heracleous and Werres 
(2016) who believe that challenges to successful strategy implementation is 
due to top managers leaving the organisation  
 
iv. Process related challenges 
The process related challenges to strategy implementation include the following: 
(1) Lack of buy-in: firstly because there is insufficient involvement of all levels of 
the business during the development process and secondly, because of the 
lack of understanding the strategy. Ramgulam (2015); Heracleous and Werres 
(2016) and Cândido and Santos (2019) agreed that if employees are not 
involved in the development of the organisation’s strategy or plans, that this 
would hinder the success of the strategy implementation of an organisation. 
(2) A lack of understanding of the strategy as it is not clear, concise and 
compelling: In addition, there is a lack of clear roles and responsibilities with 
regard to the strategy, as well as unclear expectations in terms of the 
implementation of the strategy. In addition, a lack of clearly articulated plans 
or implementation plans are not always shared with all the employees. This 
finding is linked to that of Brinkschröder (2014) who stated that one of the most 
common challenges to successful strategy implementation is limited 
understanding of the strategy, the overall goals and direction, and the 
necessary support required. 
(3) A lack of alignment between strategy development and strategy 
implementation processes within the organisation, as well as a lack of synergy 
across the various portfolios: Therefore, the goals and objectives do not yield 





as operational plans are not aligned to strategic plans and there is insufficient 
cascading of strategic objectives to the various portfolios and divisions. 
Departments, divisions and portfolios need to work together and in the same 
direction, in order to support one another in the implementation process. 
Consistent with this view is that of Ramgulam (2015) who stated that if there 
is no link or connection between strategic goals and operational goals, the 
process of strategy implementation will be obstructed. In addition, Viljoen 
(2015) argued that the challenges that organisations face in implementation 
of its strategy are due to management not tasking and guiding employees to 
link their actions to the strategic objectives that have been established. In 
addition, the participants mentioned that certain portfolios have undergone 
structural changes which hampered business continuity and ultimately the 
progress of the strategy implementation process. 
(4) A lack of feedback with regard to the strategy implementation progress, 
whether the goals were achieved or not: is often the reason why goals were 
not achieved as well as a failure to make stakeholders aware of the 
consequences of failing. This finding is in line with observations made by 
Olsen and Boxenbaum (2009); Danisman, (2010); Sinha et al. (2012); 
Kloppenborg et al. (2014); Heracleous and Werres (2016) who stated that 
several challenges hindered the success of strategy implementation within an 
organisation. Included in those factors is the lack of adequate feedback and 
learning. 
(5) Insufficient monitoring, evaluation and reporting of the effectiveness, and the 
impact of that; as well all aspects of the strategy implementation process: This 
finding is linked to that of Viljoen and van der Walt (2018), who stated that 
without effective monitoring and evaluation it is not possible to manage the 
implementation of actions, understand trends, and adapt implementation and 
action plans appropriately, or to plan effectively for the future. This is 
particularly critical in an environment where an organisation is facing 
significant change. The lack of data and information resulting from weak 
monitoring systems poses a high risk to the achievement of organisational 
goals. 
 





Red tape, restrictive controls and regulations, codes of practices, external 
stakeholders and shareholders that the organisation is answerable to and lack of 
timeous approvals from related regulatory bodies. Being a water institution as well as 
an essential service makes the organisation answerable to their various 
stakeholders, as a result strategic plans have to align to the vision set out by the 
government. In attempting to align to Government often causes already developed 
plans within the organisation to become secondary. This confirms Moyo and Wehn’s 
(2017) observation that another challenge that water boards face is with regards to 
political power. Regardless of the positive outcomes of the political reformation, 
organisations such as water boards in charge of transforming that political will into 
strategic, functional and operational implementation are still controlled by the goals 
and visions of the ruling political party to which they must answer to. 
 
(1) The impact of external factors such as the economic downturn, volatile 
exchange rates, political uncertainty, changing legislation/plans by those the 
organisation is accountable to; and most recently, Covid-19: requires revision 
of the strategic plans, reallocation of resources and deference paid to certain 
initiatives; to assist in stabilising the economy, without compromising the 
integrity of existing business and meeting demands. Similarly, Kapangaziwiri 
(2018) asserted that the constant external changes experienced in the water 
sector in South Africa requires organisations such as water boards to 
continually adapt and assess their strategies and implementation processes, 
to address the challenges they are faced with and achieve their set goals and 
objectives.  
(2) An additional challenge mentioned by a participant is that the level of 
compliance required reduces the degree of freedom to innovate and causes a 
lack of flexibility to respond to challenges and provide ideas, perspectives and 
solutions in an innovative manner. Employees focus on compliance and 
mitigating risk, as opposed to innovation. Compliance has a stifling effect on 
innovation and creativity. According to van Rensburg (2016), the utilisation of 
innovation as an input into the strategy implementation process can ultimately 






Participant 7: “In my opinion, the organisation is utilising sound management 
systems and processes in the development of the strategy and for it to transcend 
into implementation thereof. However, there may be room for improvement in 
monitoring and evaluating how effective the alignment and cascading of the 
corporate strategy is in an organisation that is divided into various portfolios and 
divisions.” 
Participant 8: “In my opinion the gaps possibly occur because as a water institution 
we are an essential service and thus answerable to our shareholder which is the 
water ministry now known as The Department of Human Settlements, Water and 
Sanitation. Therefore, the strategic plan has to be aligned with the vision, as set out 
by the government. In attempting to align to government quite often the operational 
plans become secondary.” 
Participant 1: “Another challenge I believe there is, is with regards to feedback 
loops. There must be well established committees tracking progress, providing 
direction and guidance, as well as approvals.”  
Participant 6: “As mentioned earlier, we have brilliant strategies but the 
environment and culture we operate in, is not conducive to its application.” 
 
4.5.4. Theme 4: Key success factors that contribute to the 
organisation’s strategy implementation success 
One of the objectives of the study was to determine what key factors, contributed to a 
successful strategy implementation process in a water board in South Africa. Within 
this theme, and in line with the mentioned objective, all 16 participants were asked to 
provide information on what they thought were the key success factors needed to 
successful implement the organisation’s strategy. The following theme is made up of 
three categories, namely: 
(a) Managerial/leadership and employee related key success factors. 
(b) Organisational related key success factors. 
(c) Process related key success factors. 
  






(1) One of the most frequent key success factors mentioned by participants is 
effective communication of the strategy, and particularly; it needs to be stated 
why such communication is important to the rest of the organisation; as well 
as stressing how important frequent internal and external communication with 
all the stakeholders who will be impacted by the strategy is; whether directly 
or indirectly. This finding accords with a study by Engert and Baumgartner 
(2016) who stated that in order to implement a strategy successfully within an 
organisation, transparent and effective communication is required internally 
between employees and managers, and externally between the business and 
its stakeholders. In addition, Misankova and Kocisova (2014) mentioned that 
it is important to ensure that the strategy is communicated within the entire 
organisation. Effective communication of the organisation’s strategic 
intentions, goals and plans, as well as the impact of changes is essential, as 
employees tend to be resistant to organisational changes that are associated 
with the implementation of new strategy. Kuyvenhoven and Buss (2011) 
stated that sound, clear two-way communication assists in facilitating the 
strategy implementation process as well as to obtain buy-in. One of the 
participants mentioned that there is a difference between communication and 
effective communication. The participant mentioned that effective 
communication should be simple, complete and easy to understand, in as 
much detail as possible, as this will assist in eradicating confusion, certain 
challenges and costly errors or mistakes in the implementation of the strategy.  
(2) Effective change management is required, as the strategy has to allow for 
change as the environment is ever changing. An organisation needs to be able 
to react quickly to unanticipated events and revise the strategy accordingly, 
as well as having the flexibility to adequately respond to imperatives, as 
required by shareholders. In addition, a clear understanding of the vision, 
mission, objectives, strategic direction and intent of the organisation is 
needed, in order for staff to know where they are going and what to expect. 
Several authors supported this finding. Kuyvenhoven and Buss (2011) stated 
that two of the key success factors for effective strategic change is firstly the 
clarification of expectations, and secondly the understanding of the rationale 
behind the strategic plans. White (2011) supported this finding by stating that 





implementation process is dependence on the capability to manage change 
effectively. Misankova and Kocisova (2014) asserted that to manage change 
effectively, the organisation needs to reduce the challenge of employee’s 
being resistant to change. This can be done by firstly effectively 
communicating the organisation’s strategic intent, goals and plans, as well as 
by assessing the impact of the various changes. Secondly, employees will be 
less resistant to change if they are involved in the decision making, as well as 
the implementation process.  
(3) Attracting, developing, upskilling and retaining of leading-edge skills in water 
services and competent and professional staff, are required to execute the 
organisation’s strategic objectives effectively. This confirms the views of 
Engert and Baumgartner (2016) and Bounds et al. (2018) who advocated that 
training and learning opportunities, as well as skills and competency building 
is a key factor to enhance employee motivation which, in turn, leads to the 
achievement of the organisation’s strategy goals and objectives. Having the 
right people, with the necessary skills makes it easier to work towards 
achieving the organisations strategic intent and mandate. 
(4) Effective leadership and management support, participation and application: 
Consistent with this finding are the views of Kuyvenhoven and Buss (2011), 
Simas et al. (2013) and Engert and Baumgartner (2016) who stated that 
leadership is recognised as essential in the strategy implementation process 
and approval. They also stated that support from managers is a requirement 
for successful implementation. Each of the participants elaborated on how 
much effective leadership and management support, participation and 
application benefits an organisation. One of the most pertinent aspects of 
effective leadership and management support, participation and application 
that was mentioned was that leaders needed to lead from the front by being 
exemplary. Effective leaders should always be visible and should address the 
concerns of employees as well as eliminating any uncertainties that may exist. 
Effective leaders must be involved in the implementation of strategy and 
should not just sit back and wait for results. Another aspect mentioned was 
that effective leadership is necessary to reinforce strategy by setting common 
goals and objectives, taking necessary corrective action when needed and 





in ensuring that employees remain focused and dedicated to achieving results. 
One of the participants mentioned that being able to provide effective 
leadership through aspects such as effective guidance, planning and 
motivation assists in with adequately responding to changes in the current 
environment, as seen with organisations’ response to the current Covid-19 
pandemic.  
(5) Create rewards for success by offering incentives and rewards for staff for 
contributing to effectively achieving the organisation’s strategic 
implementation objectives: This view is consistent with the argument put 
forward by Bounds et al. (2018) who stated that rewards and incentives are 
key factors required for a successful implementation process. Engert and 
Baumgartner (2016) supported this view as they asserted that incentive 
systems improve employee motivation, which in turn, assists with achieving 
the organisation’s strategy goals and objectives. 
(6) Employee motivation and engagement assists in boosting employees’ morale 
and drive to achieve the strategic goals and objectives agreed upon. In line 
with this finding, Engert and Baumgartner (2016) stated that employee 
motivation plays a key role in reducing the gaps between strategy 
development and strategy implementation. 
(7) Employee involvement in the strategy development, implementation and 
decision-making process will lead to effective implementation, as it will create 
greater buy-in, will improve the levels of understanding of the strategy and the 
strategic direction of the organisation and will assist in employees taking 
ownership. This finding relates to Kuyvenhoven and Buss (2011) and 
Misankova and Kocisova (2014) who stated that if employees are involved in 
strategy development, implementation and decision-making process, they are 
less resistant to change. Zaribaf and Bayrami (2010) stated that strategy 
implementation cannot be achieved by top management alone. It requires the 
collaboration and involvement of everyone inside an organisation, as well as 
external to the organisation. 
 






(1) Organisational restructuring should be undertaken if necessary, as it is 
important to have an organisational structure that aligns with organisational 
processes in order to make the strategy implementation possible. This is in 
line with observations made by Engert and Baumgartner (2016) who 
advocated that during the implementation process of strategies, it is essential 
that there is a fit between the various strategies, the organisational structure 
and the organisational processes. Misankova and Kocisova (2014) stated that 
the organisation should adapt the organisational structure so that 
organisational processes link with outputs from employees and control 
systems. 
(2) Optimal resource allocation and sufficient budget: which one of the 
participants mentioned is often restricted within an organisation, although it is 
required for successful strategy implementation. Moyo and Wehn (2017) 
agreed that, in order for strategy implementation to be a success, resources 
and a sufficient budget is required, with funds distributed to the various 
programmes. 
(3) An enabling and customer focused culture needs to be embedded in an 
organisation. This finding agrees with Engert and Baumgartner (2016) who 
advocated that it is important to embed organisational culture into all 
organisational strategies and activities. Bounds et al. (2018) agreed, stating 
that organisational culture is one of the key factors required for a successful 
implementation process. Similarly, Schneider et al. (2013) asserted that 
organisations with strong cultures embedded within them, which display open 
communication and involve employees in the decision-making process, will 
flourish as a result of their positive working environment. One of the 
participants mentioned that embedding a culture that supports the effective 
strategy implementation process is dynamic and therefore requires a 
continuous back and forth process. 
 
(c) Process related key success factors 
 
(1) Continuous monitoring and evaluation in order to determine if all actions are 
giving effect to the strategy as well as contributing to the realisation of the 





management control in relation to monitoring and evaluating management 
systems is essential for the success of the strategy implementation process. 
Also, Misankova and Kocisova (2014) stated that it is essential to concentrate 
on managing and controlling a strategy implementation process as well on the 
significance and appropriateness of the strategy. Therefore, effective controls 
should be implemented in order to ensure continuous improvement of the 
strategy implementation process. 
(2) A clear, concise and compelling strategy and action plans to implement: 
Kuyvenhoven and Buss (2011) agreed with this finding as they states that 
strategy and strategic plans need to be simple, effective and easy for all 
parties to understand. 
(3) A clear framework to allow for the alignment of the implementation plans with 
clear accountability and KPAs and KPIs: Performance measure that are 
completely aligned to the organisation’s strategy need to be set, defined and 
measured. This agrees with Engert and Baumgartner’s (2016) view that an 
important question for managers is how to measure performance during and 
after the strategy implementation process. Therefore, it is important to develop 
effective performance indicators and standards, as well as formal guidelines 
for the implementation process. 
Additional key success factors mentioned by participants are as follows: The success 
of the strategy implementation process requires the streamlining of the processes that 
are acting as enablers to your strategy implementation. The exploration of new 
opportunities and technology and innovative and modern ways of operating are 
required so that the business can respond better. The organisation needs to sustain 
robust financial performance. It is important to set departmental objectives and 
strategies that are aligned with the overall organisational strategy and to provide time 
to link the strategy to the various workspaces; which will also assist with sorting out 







Participant 5: “I would say a good clearly communicated strategy with enough 
resources to implement the strategy. In addition to this a clear framework to allow 
for alignment of the implementation plans with clear accountability and key 
performance area and indicators and also constant monitoring and evaluation of the 
latter is important.” 
Participant 10: “The key success factors I believe will enable strategy 
implementation at most organisations are leadership and management support, 
participation and application, competent and professional staff to execute the 
strategic objectives, an enabling culture and also incentives and rewards for staff.” 
Participant 11: “One of the key success factors that our organisation is successfully 
maintaining or improving through implementing its strategy is attracting, developing 
and retaining leading edge skills in water services.” 
4.5.5. Theme 5: Suggestions to overcome various strategy 
implementation challenges in the organisation 
As mentioned above, another objective of the study is to determine what solutions 
could assist a water board in South Africa in addressing the various challenges 
experienced during the strategy implementation process. Therefore, within this theme, 
and in line with the mentioned objective; all the participants were asked to provide 
suggestions on solutions the organisation could take to address the various strategy 
implementation challenges that are currently being experienced within the 
organisation. The following theme is made up of two categories, namely: 
(a) Suggestions that can be implemented within the organisation. 
(b) Suggestions that require support from external stakeholders 
 
(a) Suggestions that could be implemented within the organisation 
 
(1) Conducting critical reviews of implementation status and developing 
measures to mitigate any implementation challenges and continuously 
improve on aspects highlighted in the critical review would be effective. Each 
participant emphasised the importance of monitoring and evaluation of the 
implementation process, as well as the various KPIs/KPAs, on a regular basis. 
Monitoring and evaluation at a departmental and divisional level needs to be 
made visible across all aspects of the strategy. A participant suggested that 





monitor and evaluate the effectiveness and impact of the implementation at 
required interval levels, with an integrated view in real or near real time. This 
solution is linked to the views of Engert and Baumgartner (2016) who 
emphasised the importance of management systems, monitoring and 
evaluating the strategy implementation process. 
(2) Utilisation of pilot projects before implanting full scale projects and strategies. 
(3) Conducting root cause analysis of all the business process barriers, in order 
to eliminate them. 
(4) Removal of bureaucratic processes by empowering sections with more 
accountability. 
(5) Promoting a culture of inclusivity for strategy development that includes all 
levels of management, in order to increase buy in, commitment levels and 
understanding of the strategy development and implementation process. This 
finding agrees with Ramgulam (2015) who stated that mid-level managers 
should participate in the strategy design process, so that they were more 
aware of what the contents of the organisation’s strategy were and were able 
to competently engage their employees on the details of the strategy. 
(6) Creating regular feedback loops in which implementation progress and results 
are communicated clearly, post implementation lessons could be learnt, 
questions and queries could be addressed as well as planning the way 
forward. This finding agrees with Pettigrew (2014) and Obeidat, et al. (2017) 
who emphasized the importance of effective feedback with regard to the 
strategy implementation process, in order to improve the success thereof.  
(7) Aligning the organisational structure to the strategy by putting in place policies 
and processes for the strategy implementation process and creating a detailed 
guideline/framework to govern and integrate the development of the strategy 
plans across the business, with clear accountability and KPAs and KPIs. 
Currently, only a dated format exists and therefore, the structure needs to be 
revisited in order to ensure proper integration and alignment across the entire 
business. Wang and Ap (2013) stated that an ongoing solution to the success 
of strategy implementation could be attributed to the establishment of 






(8) The organisation should continue to generate its own cash reserves to 
maintain a level of independence and not rely so much on government 
funding. State funding would be very restrictive, given the current huge 
financial burden on the state. 
(9) Improving strategy related communication to all staff: The communication of 
the strategy should be vigorous to disseminate information and ensure 
effectiveness. Water Boards should hold roadshows and create content that 
employees could take away and refer to later. Boards should utilise posters 
and communication campaigns for a few months, to reinforce the strategy. 
Brinkschröder (2014) stated that effective communication could be utilised as 
a tool to solve the challenges of agreement and understanding etc. In addition, 
it assists in allowing employees to work towards a common goal and direction 
and ensures that employees have access to necessary information and 
meeting points. 
(10) Training, educating, equipping and empowering employees to implement the 
strategy and feeling confident when it comes to implementation of the strategy: 
This view is consistent with Engert and Baumgartner (2016) who advocated 
that training and learning opportunities resulted in increased employee 
motivation which, in turn, assisted in the achievement of organisational 
strategic goals and objectives. 
(11) Communicating to staff how important their role is in the water value chain: 
Brinkschröder (2014) asserted that for employees to understand how they fit 
into the process, conversations that encourage more familiarity with the 
various levels in the organisation need to be held. 
(12) Continuous improvement during the implementation and rapid action to devise 
alternate plans if needed: This finding agrees with Brinkschröder (2014) who 
stated that it is important to have a proactive manner of problem solving in 
case intervention is required.  
(13) Effective change management processes: This requires appointing of change 
champions in various areas of the business to communicate, champion and 
advocate for change, throughout the business. The change champions would 
gather suggestions from employees and give direction where required. This 
finding is similar to Ramgulam’s (2015) as he advocated that mid-level 





would assist in obtaining buy-in of employees during the strategy 
implementation process. 
(14) Performance Management, rewards and incentives for achieving KPIs and 
KPAs: Celebration of successes should be encouraged and communicated. 
This finding agrees with Ramgulam (2015) who recommended that 
performance objectives and rewards of the organisation should be linked to 
the organisation’s strategy, as this would assist in successfully implementing 
the strategy. In addition, Tawse et al. (2019) stated that it was important to 
celebrate the success of relevant goals on a regular basis, in order to retain 
an implementation mind-set.  
(15) Holding workshops and meetings with smaller functional teams to disseminate 
information and to clarify roles and responsibilities: Brinkschröder (2014) 
agreed that a solution to strategy implementation challenges should include 
developing teams and conducting meetings to organise and assign 
responsibilities (by utilising implementation teams, organisations could make 
sure that clear responsibilities and ongoing daily actions are established). 
(16) Evaluation of leadership skills as effective leadership is required for successful 
strategy implementation: Consistent with this finding; Speculand (2014) 
advocated that a solution to address strategy implementation challenges was 
that managers should be upskilled and educated on how to implement 
strategy, as the skillset required is unlike that which is required for strategy 
development. 
 
(b) Suggestions that require support from external stakeholders 
 
(1) The organisation has requested that given its size that it can be re-classified 
from a Schedule (b) – National Government Business Enterprise to a 
Schedule 2 – Major Public Entity, in order to give the organisation more 
autonomy. 
(2) One of the participants mentioned that the organisation should support 
SALGA in pushing for the appointment of an Independent Water Regulator, 
as it would be of benefit to the organisation. The department and SALGA are 
exploring the establishment of an independent regulator for water, to improve 





appropriate price setting takes place at each stage of the water cycle (DWA, 
2011). 
(3) An innovation driven risk-based strategy that aims to explore technological 
advancements that can transform the organisation into an even greater name, 
both locally and globally, through the utilisation of best fit technology, with a 
combination of robotics, big data and artificial intelligence: This would allow 
the organisation the ability to align and adapt the strategy to today’s fast and 
ever-changing world.  
 
Participant 3: “A solution I would recommend is to promote a culture of inclusivity 
for strategy formulation that includes all levels of management. Another solution is 
to measure KPI’s and communicate results clearly, as well as reasons for not 
achieving goals.” 
Participant 8: “I believe that one of the key challenges is people. In this regard, a 
route to take is to train, educate, equip and empower employees to feel confident 
when it comes to implementation of the strategy.” 
Participant 13: “I would say, critically appraise the direction of the organisation. 
Leadership skills should be evaluated. Communication should be directed to all staff. 
There should be buy in and also staff should feel part of the process and the 
organisation. Also, mesasurables and objectives must be constantly monitored with 







CHAPTER 5: CONCLUSIONS AND RECOMMENDATIONS 
5.1. Introduction 
The previous chapter presented the findings of the study, and provided an in-depth 
analysis and interpretation of the various findings that emerged from the study. The 
research study led to various useful results and conclusions with regard to strategy 
implementation in a water board in South Africa.  
This chapter seeks to reiterate the research objectives and to provide conclusions 
based on the various findings provided, with the focus placed on achieving the 
objectives of the study and answering the various research questions the study sought 
to answer. Limitations of the study as well as recommendations of the study and for 
future research are also provided. 
5.2. Main Findings Forthcoming from the Study 
The main findings forthcoming from the study with regard to strategy implementation 
are listed below as follows: 
Emphasis must be placed on: 
(1) The interdependent nature if strategy development and implementation. 
(2) The importance of alignment and collaborative efforts of all the stakeholders 
involved in the strategy development and implementation. 
Challenges regarding strategy implementation: 
(3) A lack of communication or insufficient communication, with regard to the 
strategy development and strategy implementation processes. 
(4) Resistance to change, a lack of commitment to change and the lack of 
flexibility to respond to changes that may occur and hamper business 
continuity and implementation progress.  
(5) A lack of employees with the necessary skills or capacity that is required.  
(6) Organisational preparedness for an effective implementation process could 





an insufficient budget and financial requirements; as well as challenges 
related to the supply and availability of required materials.  
(7) The current organisational culture is not conducive to or aligned to the 
strategy. Departments and divisions tend to work in silos and there is too much 
bureaucracy in terms of certain processes and in obtaining approvals from 
divisional and portfolio heads. 
(8) There is a lack of buy-in, firstly because there is insufficient involvement of all 
levels of the business during the development process; and secondly because 
of the lack of understanding of the strategy.  
(9) There is a lack of understanding of the strategy, as it is not clear, concise and 
compelling. In addition, there is a lack of clear roles and responsibilities with 
regard to the strategy, as well as unclear expectations in terms of the 
implementation of the strategy. In addition, there is a lack of clearly articulated 
plans; or implementation plans are not always shared with all the employees.  
(10) There is a lack of alignment between the strategy development and strategy 
implementation processes within the organisation, as well as a lack of synergy 
across the various portfolios. Therefore, the goals and objectives do not yield 
results that link back to the strategy; or the outputs do not align with the 
strategy, as operational plans are not aligned to strategic plans and there is 
insufficient cascading of strategic objectives to the various portfolios and 
divisions. Departments, divisions and portfolios need to work together and in 
the same direction, in order to support one another in the implementation 
process.  
(11) There is a lack of feedback with regard to the following: the strategy 
implementation progress, irrespective of whether the goals were achieved or 
not, the reason why goals were not achieved, as well as a failure to make 
stakeholders aware of the consequences of failing.  
(12) There is insufficient monitoring, evaluation and reporting of the effectiveness, 
the impact of changes, as well all aspects of the strategy implementation 
process.  
(13) There is excessive red tape. There are restrictive controls and regulations, 
codes of practices, external stakeholders and shareholders that the 
organisation is answerable to. There is a lack of timeous approvals from 





service makes the organisation answerable to various stakeholders. 
Therefore, strategic plans have to align with the vision set out by the 
government. Attempting to align with Government requirements often causes 
already developed plans within the organisation to become secondary 
priorities.  
(14) There is a negative impact resulting from external factors such as the 
economic downturn, volatile exchange rates, political uncertainty, changing 
legislation/plans by those the organisation is accountable to and most 
recently, Covid-19 has required the revision of strategic plans, a reallocation 
of resources and deferment of certain initiatives, to assist in stabilising the 
economy without compromising the integrity of existing business and meeting 
demands.   
Key success factors for strategy implementation: 
(15) One of the most frequently mentioned key success factors mentioned by 
participants was effective communication of the strategy and why it is 
important to the rest of the organisation; as well as frequent internal and 
external communication with all the stakeholders, that would be impacted by 
the strategy, whether directly or indirectly.  
(16) Effective change management is required, as the strategy has to allow for 
change as the environment is constantly changing. The organisation needs to 
be able to react quickly to unanticipated events and revise its strategy 
accordingly, as well as have the flexibility to adequately respond to 
imperatives required by shareholders. In addition, a clear understanding of the 
vision, mission, objectives, strategic direction and intent of the organisation is 
needed in order for the staff to know where they are going and what to expect. 
(17) Attracting, developing, upskilling and retaining of leading-edge skills in water 
services and competent and professional staff is required to execute strategic 
objectives.  
(18) Employee involvement in the strategy development, implementation and 
decision-making process will lead to effective implementation, as it will create 
greater buy-in, will improve the levels of understanding of the strategy and the 
strategic direction of the organisation, as well as assisting with getting 





(19) An optimal resource allocation and a sufficient budget, which one of the 
participants mentioned, is required for successful strategy implementation but 
this is often restricted within the organisation. 
(20) Continuous monitoring and evaluation is needed, in order to determine 
whether all actions are giving effect to the strategy as well as contributing to 
the realisation of the organisation’s strategy.  
Suggestions to assist in overcoming strategy implementation challenges: 
(21) Conducting critical reviews of implementation status and developing 
measures to mitigate any implementation challenges and continuously 
improve on aspects highlighted in the critical review is needed. In addition, 
there is a need to create regular feedback loops in which implementation 
progress and results are communicated clearly, post implementation lessons 
are learnt, questions and queries are addressed and the way forward is 
discussed.  
(22) There is a need to promote a culture of inclusivity for strategy development 
that includes all levels of management.  
(23) Effective change management processes are needed. Change champions in 
various areas of the business are needed to communicate, champion and 
advocate for change throughout the business. The change champions would 
gather suggestions from employees and give direction where required.  
(24) An innovation driven risk-based strategy is needed that aims to explore 
technological advancements that could transform the organisation into an 
even greater name, both locally and globally, through the utilisation of best fit 
technology, with a combination of robotics, big data and artificial intelligence. 
This will allow the organisation to have the ability to align and adapt the 
strategy to a fast and ever-changing world.  
5.3. Conclusions Forthcoming from the Study 
In line with the findings and the relevant objectives it can be concluded that it is 
important for organisations to understand the interdependent nature of strategy 
development and implementation, in order to realise the need for going back and forth 





internally and externally to the water board have an important role to play in the 
success of both the strategy development and strategy implementation processes. 
Therefore, it is important that the relevant stakeholders align, collaborate and work 
together towards a common goal. 
In addition, the study concludes that the various a water board in South Africa 
experiences various challenges regarding strategy implementation. Several of the 
participants mentioned that some of the most common challenges experienced with 
regard to strategy implementation include; resistance to change, given that several 
staff within the organisation have been there for more than 15 years, they tend to want 
to do things the old way and are not open to change. There is a lack of clear direction 
and understating of the strategy and the various roles, responsibilities and 
expectations; In the absence of clear direction, which includes a clear mandate and a 
clearly articulated implementation plan.  
There is little or fragmented ownership and accountability amongst those involved, 
and the lack of effective communication or insufficient communication with regard to 
strategy development and implementation, which leads to confusion. There is a lack 
of understanding and a prevalence of costly mistakes and errors. There is a lack of 
feedback in terms of the implementation progress and achievements.  
There is a prevalence of failure and a lack of employees with the necessary skills or 
capacity required, as well as a lack of resources required to effectively implement the 
various organisational strategies required. This in turn has a negative effect on the 
organisation’s strategy implementation preparedness levels. In addition to the 
challenges mentioned above, the impact of external factors such as volatile exchange 
rates, political uncertainty, changing legislation/plans by those the organisation is 
accountable to and most recently; Covid-19 requires the revision of the strategic plans, 
a reallocation of resources and deference of certain initiatives, to assist in stabilising 
the economy without compromising the integrity of the existing business; meeting 
demands and the lack of involvement in the development of the strategy which leads 
to a lack of buy in from employees. In addition to these challenges, the organisation 
being a parastatal/water institution is firstly regarded as an essential service and 
secondly, is answerable to various stakeholders and shareholders such as the board, 





presents various challenges. The red tape, restrictive controls and regulations, codes 
of practices and lack of timeous approvals from related regulatory bodies reduces the 
organisation’s levels of autonomy and freedom to completely innovate. In addition, any 
changes made by these entities require the organisation to change its strategic 
direction to effectively respond appropriately to the changes required. Therefore, the 
strategic plans developed have to align with the vision, as set out by the government. 
In attempting to align to government, quite often, the operational plans become 
secondary. Recognising that ‘everyone has the right to water’ these operational plans 
are at the heart of this basic right and should not be overlooked, and therefore should 
take precedence in the overall planning. The operational plans have to be aligned to 
the strategic plan. 
In terms of the key success factors that contribute to the organisation’s strategy 
implementation success, the study concludes that there a several key success factors 
that are regarded as essential to the success of the strategy implementation process 
in a water board in South Africa. Some of the most common success factors to emerge 
from the responses of the participants in the research study include: Optimal resource 
allocation and sufficient budget, clarity of accountabilities and expectations, effective 
communication of the strategy which should be simple, complete and easy to 
understand, in as much detail as possible, as this will assist in eradicating certain 
challenges and costly errors or mistakes in the implementation of the strategy; 
incentives and rewards for staff. Effective change management is required as the 
strategy has to allow for change as the environment is ever changing.  
The organisation needs to be able to react quickly to unanticipated events and revise 
the strategy accordingly, as well as to have the flexibility to adequately respond to 
imperatives as required by shareholders. In addition, a clear understanding of the 
vision, mission, objectives, strategic direction and intent of the organisation, in order 
for staff to know where they are going and what to expect. Attracting, developing, 
upskilling and retaining leading-edge skills in water services and competent and 
professional staff are required to execute the strategic objectives. An enabling culture 
and a customer focused culture needs to be embedded in the organisation. 
Embedding a culture that supports the effective strategy implementation process is 





involvement in the strategy development, implementation and decision making 
process will lead to effective implementation, as it will create greater buy in, will 
improve the levels of understanding of the strategy and the strategic direction of the 
organisation, as well as assisting in employees taking ownership, effective leadership 
and management support.  
Participation and application is required, as these factors address the concerns of the 
employees as well as eliminating any uncertainties that may exist. They assist in 
reinforcing the strategy by setting common goals and objectives, taking necessary 
corrective action where needed, constantly reviewing the implementation process and 
ensuring that employees remain focuses and dedicated to achieving the goals and 
objectives of the organisation. 
In terms of solutions to overcome the strategy implementation challenges experienced 
by the organisation, it can be concluded that there is confidence that the organisation 
can overcome its strategy implementation challenges if various suggestions are 
developed into solutions to be implemented within the organisation. Suggestions that 
were common amongst participants included a strong focus on monitoring and 
evaluation and conducting critical reviews of the strategy implementation process, in 
order to determine what is working and what isn’t and what changes are required.  
It was suggested that the organisation should start developing technological systems 
that can monitor and evaluate the effectiveness and the impact of the implementation 
at required intervals, with an integrated view in real or near real time. Another solution 
that could be attached to the monitoring and evaluation suggestion is the creation of 
regular feedback loops in which implementation progress and results are 
communicated clearly, post implementation lessons are learnt, questions and queries 
are addressed as well as the way forward; in order to ensure continuous improvement 
of the organisation’s strategy related processes.  
Another suggestion proposed is to align the organisational structure to the strategy by 
putting in place policies and processes for the strategy implementation process, thus 
creating a detailed guideline/framework to govern and integrate the development of 





Currently, only a dated format exists and therefore, it needs to be revisited in order to 
ensure proper integration and alignment across the entire business. In order for the 
organisation’s strategy implementation process to be successful, it is essential that all 
the relevant stakeholders involved work together to create synergy and alignment of 
the strategy development and implementation processes, in terms of their respective 
areas. In addition, it was proposed that with regard to an effective change 
management solution, change champions should be appointed in various areas of the 
business to communicate, champion and advocate for change throughout the 
business. The change champions will gather suggestions from employees and provide 
necessary direction when required. 
Another common suggestion mentioned is that the organisation needs to create and 
embed a culture that fosters inclusivity in the strategy related processes, as well as 
improved strategy related communication initiatives to all staff. The communication of 
the strategy should be vigorous to disseminate information and ensure effectiveness. 
Water Boards should hold roadshows and create content that employees can take 
away and refer to later. They should utilise posters and communication campaigns for 
a few months, to reinforce the strategy. By creating and embedding a culture that is 
conducive to all strategy related activities it becomes easier to implement changes 
successfully as it increases employee buy in, commitment and understanding of the 
strategy, the implementation process and employee expectations. In addition, an 
innovation driven risk-based strategy should be developed to explore technological 
advancements that can transform the organisation into an even greater name, both 
locally and globally, through the utilisation of best fit technology with a combination of 
robotics, big data and artificial intelligence. This will allow the organisation the ability 
to align and adapt the strategy to the fast and ever-changing world. 
Additional suggestions proposed by one of the participants include requesting that 
given the size of the organisation that it could be re-classified from a Schedule (b) – 
National Government Business Enterprise to a Schedule 2 – Major Public Entity, in 
order to give the organisation more autonomy. Another solution proposed is to support 
SALGA in pushing for the appointment of an Independent Water Regulator and to 
allow a water board to continue to generate its own cash reserves to maintain a level 





government funding will be very restrictive, given the current huge financial burden 
carried by the state. 
5.4. Answering the Research Question and the Research Objective 
Primary Research Question:  
 What are the current challenges hindering the strategy implementation 
process in a water board in South Africa? 
Primary Research Objective: 
 To understand the dynamics of strategy implementation at a South Africa 
water board in order to ensure more effective functioning and water 
provision. 
In respect of the primary research question and research objective above, the 
information revealed within each enquiry assists in the achievement of both the 
primary objective and the research question. Theme 1 provided an in-depth 
understanding of strategy development and implementation and related the two 
processes specifically to a water board in South Africa. Theme 2 provided an in-depth 
view of all the stakeholders involved in the organisation’s strategy development and 
implementation processes. Theme 3 looked at delving deeper into all the challenges 
an organisation experiences with regard to strategy implementation. Theme 4 focused 
on the key success factors that are needed in order to implement strategies within the 
organisation. Theme 5 consisted of suggestions that can be developed into solutions 
to assist the organisation with the strategy implementation challenges they are 
currently faced with. 
5.5. Recommendations 
5.5.1. Practical Recommendations/Managerial Implications 
It is critical that the water boards carefully and regularly assesses their environment, 
in order to fully understand the challenges, they are encountered with relating to 
strategy implementation. This analysis should also include an analysis of the key 





analysis of the solutions that need to be developed or put into place, in order to 
overcome the various challenges that the organisation experiences with regard to 
strategy implementation and to ultimately assist in achieving the organisation’s 
mandate. 
In order to successfully implement the organisation’s strategy and achieve the set-out 
mandate it is important to create and embed an innovative culture that fosters constant 
effective communication with all employees; as well as employee inclusivity in the 
strategy development and implementation processes in order to increase employee 
buy in, provide commitment and understanding or each process and what is expected 
of them. In addition, it is important for the managers, together with employees, to 
understand the interdependent nature of the strategy development and strategy 
implementation processes; in order to understand the need to constantly go back and 
forth between the two, in order to make the necessary changes required to make a 
success thereof.  
In addition, it is important for all the relevant stakeholders to work together to create 
synergy and alignment between strategy development and strategy implementation in 
their respective areas. An emphasis on monitoring, evaluation and feedback is also 
an important recommendation as it plays and essential role in understanding the 
progress of each process, in ensuring continuous improvement and in assisting 
ineffective change management. Lastly, it is important to continually attract, develop, 
upskill and retain employees with the necessary skills required, to effectively 
implement the organisation’s strategy. Having the right people with the right skills 
makes it easier for the organisation to work towards achieving an organisation’s 
strategic intent and set out mandate. 
5.5.2. Methodological Recommendations 
The methodology utilised for the study was appropriate and yielded the expected 
results it set out to achieve. Due to Covid-19, the medium utilised to conduct interviews 
was changed from ‘in person’ to ‘virtually’ but this still allowed the researcher the 
opportunity to ask the necessary questions and probe for more information where 
required. The interpretivist philosophical paradigm allowed the researcher the 





implementation processes of the organisation in greater detail, through first-hand 
experience of the discussion with the participants that were interviewed. The 
qualitative research approach allowed the researcher to obtain rich, detailed and 
descriptive information from each participant; in order to assist in compiling the 
findings. The semi-structured face-to-face interviews allowed the researcher to ask the 
set-out questions, probe for more information where required, and observe the facial 
cues of the participants so as to identify which aspects they placed emphasis on when 
answering. The same methodology can be recommended for future studies of a similar 
nature. 
5.5.3. Theoretical Recommendations 
The theory explored in the study achieved what it set out to do as it explored the 
aspects of strategy development and implementation in the broader strategic 
management function. In addition, it explored the various challenges, the key success 
factors and solutions to strategy implementation challenges, as mentioned by several 
studies. However, it can be recommended that a more in-depth focus could be placed 
on a critical management study’s view of strategy implementation.  
5.6. Limitations of the Study 
Scholars such as Lapan, Quartaroli and Riemer (2012), emphasised that timing, 
accessibility of participants and availability of funds are important elements to consider 
when conducting research. The limitations of the study are related to sample and case- 
specific constraints. The sample of the study was only drawn from a managerial level 
and from one water board in South Africa. Therefore, the sample should not be a 
representation on a broader organisational (particularly parastatal) level or national 
level.  
According to Simon and Goes (2013) case studies can be regarded as limitations, as 
we cannot make causal inferences from them, as we cannot rule out alternative 
explanations. The case study may be suggestive of what may be found in similar 
organisations, but additional research would be required as the findings are only 
relevant to this specific case and cannot be utilised to generalise across all water 
boards in South Africa. However, given the nature of this study, the sample as well as 





5.7. Areas for Future Research 
During the course of the research study, several findings, experiences, limitations and 
alternatives were discovered. These aspects all form the foundation for 
recommendations for further research. Future studies could address and delve into 
the emergence of a new theory and recent phenomena related to the research 
problem. The research problem, questions and objectives have been addressed within 
the specific context and location it was conducted in. However, it is proposed that 
future studies look at addressing the same problem in a different context or location. 
In addition, given the fact that the study was conducted on 16 manager level 
participants within the organisation; there is scope to include a larger sample, which 
could include a larger range of experiences at various levels of organisations. One of 
the limitations of the study is that the study was only conducted at one water board. 
Therefore, with regard to this limitation, a recommendation for further studies is to 
research other water boards in South Africa, firstly to determine if similar challenges 
key success factors and solutions arise therein, and secondly to identify whether any 
additional challenges, key success factors or solutions occur. 
Another recommendation for further studies is with regard to the suggestions identified 
in the study. The various suggestions that emerged in the study provide a starting 
point to focus and delve deeper into each solution, in order to firstly determine the 
viability of each solution and secondly to provide guidelines on how the organisation 
could start creating, developing and/or implementing the most suitable solutions. 
5.8. Conclusion 
As mentioned by several participants, as well as supported by the literature, strategy 
implementation is considered to be the most difficult phase within the strategic 
management function. Even the best of strategies can fail if they are not implemented 
effectively. There needs to be alignment and a back-and-forth link between the 
strategy development phase and the strategy implementation phase in order to ensure 
that the necessary changes are made to ensure that the strategy can be implemented 
successfully. Although strategy implementation is obstructed by various challenges, 






In an attempt to effectively address the challenges faced by the Water Sector in South 
Africa, the study has achieved its primary objective of gaining greater understanding 
of the dynamics of strategy implementation at a South Africa water board, in order to 
ensure more effective functioning and water provision. The primary objective was 
achieved through the answering of the research questions and the achievement of the 
secondary objectives. Therefore, the study has achieved its objectives as it identified 
the various challenges a water board in South Africa currently faces with regard to 
strategy implementation. In addition, it determined the various key factors that 
contribute to a successful strategy implementation process, in a water board in South 
Africa. Furthermore, it proposed various suggestions that could be developed into 
solutions to assist a water board in South Africa to address the various challenges 
experienced during the strategy implementation process. 
The study has therefore provided an in depth understanding of the strategy 
implementation challenges, as experienced by those who are involved in the water 
board’s strategy implementation process. In addition, it provided an in depth 
understanding of the key success factors require to effectively implement various 
strategies within the water board, as well as various suggestions that can be 
developed into solutions to overcome the challenges experienced. The study offers a 
beneficial foundation from which to enhance the success of strategy implementation 
in a water board in South Africa and it may be of value to other water boards in South 
Africa, scholars and practitioners in the field of strategy implementation and strategic 
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Dear Research Participant 
You are being asked to participate in an interview that forms part of my master’s 
research dissertation on strategy implementation. Before you give your consent to 
volunteer, it is important that you read through the following information in order to 
understand what is required of you. 
Full title of research paper: “CHALLENGES REGARDING STRATEGY 
IMPLEMENTATION AT A WATER BOARD IN SOUTH AFRICA.” 
The aim of this study is to identify the gap between what takes place during the 
strategy development process and what takes place during the strategy 
implementation process, in order to determine how to address the various challenges 
that arise and enhance the overall strategy implementation process. In addition, the 
study sought to propose various solutions to address the various strategy 
implementation challenges that are experienced by the organisation. 
Participants for this research study are selected using a non-probability sampling 
technique known as purposive sampling. The criteria for a participant to be selected 
for this study is based on their knowledge, experience and involvement in the 
organisation’s strategy implementation process. 
The research will require about 15 - 20 minutes of your time. During this time, you will 
be asked 10 - 12 questions. The interview will need to be recorded, in order to ensure 
accuracy and validity when compiling our verbatim interview transcripts. 
The research purpose is solely academic in nature and your participation in this 
interview is completely voluntary. If you feel any discomfort regarding participation in 
the interview, you may withdraw your participation at any time during the interview 





Several steps will be taken to protect your anonymity and identity. Tape recordings will 
only be used to type up transcripts. The typed interviews will not contain any mention 
of your name and any identifying information from the interview will be removed. All 
information given will be treated as highly confidential. All electronic data will be kept 
in a safe and secure location and all paper-based data will be kept for a period of 5 
years and thereafter it will be destroyed. Data will only be accessible to personnel 
involved in the study 
The results of our research will be presented as part of an end of year minor 
dissertation and will contribute to the body of knowledge that currently exists on 
strategy implementation. Should you have any queries or comments regarding the 
research or if you wish to receive a copy of the results of the study, please feel free to 
contact me or my supervising lecturer: 
Prof. G. Goldman (Department of Business Management – University of 
Johannesburg) 
Email: ggoldman@uj.ac.za 
        or 
Niriya Palani  
Email: palani-n@hotmail.com    
 
I have read (or have been read) the above information regarding this research study/interview 
on business ethics, and consent to participation in this study. 
 
                                                                                                        
 Printed Name 
                                                                                                               
 Signature 
 
 Date                                                                                                        
 





Appendix 2: Research Interview Guide 
Section A - Biographical Information 
1. Age:                                                                                                                                      
2. What is your position in the organisation?                                                                           
3. How long have you been in this position?                                                                            
4. How long have you been in the organisation?                                                                    
Section B – Research Questions 
1. What is your understanding of the concept of strategy implementation? 
                                                                                                                                            
                                                                                                                    ____________ 
2. Who is involved in the organisation’s strategy development and implementation 
processes? 
                                                                                                                                            
                                                                                                                    ____________ 
3. What is your current involvement in the organisation’s strategy development and 
implementation processes? 
                                                                                                                                            
                                                                                                                    ____________ 
4. In your opinion, is there a link between strategy development and strategy 
implementation? 
                                                                                                                                ______ 
5. If yes, how would you describe the link? If no, why do you think there is no link between 
the two? 
                                                                                                                                            
                                                                                                                    ____________ 
6. What are the gaps between strategy development and strategy implementation that 
currently exist in the organisation? 
                                                                                                                                            
                                                                                                                    ____________ 
7. Does the organisation have a dedicated strategy department or unit? 
                                                                                                                                ______ 
8. In your opinion, what challenges are experienced in implementing strategies within the 
organisation? 
                                                                                                                                            





9. In your opinion, what are the key success factors regarding strategy implementation? 
                                                                                                                                            
                                                                                                                    ____________     
10. In your opinion, what solutions can be implemented to address the various strategy 
implementation challenges the organisation experiences?  
                                                                                                                                ______ 
                                                                                                                                ______ 
11. How is the success of the strategy implementation process monitored? 
                                                                                                                                ______ 
                                                                                                                                ______ 
12. Would you regard any of these key success factors, as relevant to your organisation’s 
strategy implementation success? (Please elaborate)  
 Fit between the strategies, the organisational structure and the organisational 
processes                                                                           __________________ 
 Embedding the organisational culture into all organisational strategies and 
activities                                                                                                        _____ 
 Effective leadership                                                                                                 
 Employee motivation                                                                                                
 Employee training and upskilling                                                                              
Effective communication                                                                                          
 Employee involvement in the strategy development, implementation and 
decision-making process.                                                                                         
 Rewards and incentives                                                                                           
 Coordination of actions and efforts associated with the strategy implementation 
process                                                                                                                     
 Financial resources                                                                                                  
 
 
 
 
